
OSSicc or  Population 
luurc;lu for Scicncc :inti 'I'cchnology 
Agency for 1ntcrni1tion;d Dcvcloprncl~t 
Washington, D.C. 
undcr Chnrrac~ No. DPE-3024-Z-(MI-8078-00 
Project No. 936-3024 

Edited and Produced by 

MIDTERM EVALUATION 
OF m 

ENTERPRISE PROGRAM 

Barbara Pillsbury 
John Akin 

Sigrid Andersor~ 
Matthew Friedman 

David Logan 

Fieldwork 
January 9 - February 8, 1989 

Papulaticn Technical Assistance Project 
Dual and Associates, Inc. and International Science 

- and Technology Institute, Inc. 
1601 North Kent Street, Suite 1014 
Arlington, Virginia 22209 
Phone: (703) 243-8- 
Telex: 271837 ISTI UR - FAX: (703) 358-9271 

Report No. 88-008-081 
Published August 18, 1989 



Table of Contents 

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  Trlblc of Contcnts i 
Glossary . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  i i i  

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  Acknowlcdgcmcnts v 
. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  Pro. jccl Idcnlilic;~tion Data vii 

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  Exccutivc Summary ix 
. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  hhjor &ncl~~sions and Rccommcndr~tions xiii 

. . . . . . . . . . . . . . . . . . . . . . .  1 . Introduction: Prqjcct Establishment and Ol>jcctives 1 

1.1 Establishment and Aw.mptions of the Entcrprisc I'rojcct . . . . . . . . . . . . . .  1 
. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  1.2 Projcct Objcctivcs and Stratcgy 2 

Dcsignhsues . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  5 

2.1 Project Cc)nccptua!ization and Design by A1.D. . . . . . . . . . . . . . . . . . . . . .  5 
. . . . . . . . . . . . . . . . . . . . .  2.2 Thc Design as Implcmmtcd by thc  Contractor 5 

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  2.3 Multiple Objcctivcs 5 
. . . . . . . . . . . . . . . . . . . . . . . .  2.4 Othcr A.T.D. Efforts in t h e  Private Scctar 9 

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  Overall Pcrformancc and Strategy 11  

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  3.1. Meeting of Contract Dclivcrablcs 1 1  
3.2 In~plcmentation Strategy: Country Sclcction and Programming . . . . . . . . . . .  11 

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  Employment-Basccl Subprojects 17 

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  4.1 Overal! Profile 17 
. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  4.2 A.ccomplishmenis 17 

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  4.3 Issues with Respect to Portfolio 18 
4.4 Company Motivatiori for Involvement in Enterprise Project . . . . . . . . . . . .  19 

. . . . .  4.5 -ksessrnent of Subprojects According to the Three Project Objectives 21 

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  5.1 Overall Profile 31 
. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  5.2 Accomplishments 31 

. . . . . . . . . . . . . . . . . . . . . . . . . . . . .  5.3 Issues with Respect to the Portfolio 32 
. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  5.4 Assessment of Subprojects 32 

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  New Business Ventures 37 

6.1 Overall Profile . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  37 
. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  6.2 Accomplishments 37 

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  6.3 Health-Care Markets 38 
. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  6.4 Conclusion 39 



7. Implcmcntt~tion: Othcr Program Activities . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  41 

7.1 Workshops . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  41 
7.3 Tcchnical Assistance to lJSAID Missions . . . . . . . . . . . . . . . . . . . . . . . . . .  43 

8. Managcmcnt . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  45 

8.1 Ovcrview . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  45 
r 8.2 Primc Contraclor - Subcontractor Rclationshi?~ . . . . . . . . . . . . . . . . . . . . .  47 

8.3 Relationships Bctwcen Projcct Principals . . . . . . . . . . . . . . . . . . . . . . . .  48 
8.4 Financial Management . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  48 
8.5 MIS and Evaluation . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  52 - 

LIST OF TABLES 

Table 1 Projected Workplan . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  3 
Table 2 Summary of Enterprise Dcliverables . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  11 
Table 3 Entcrprise Acceptors and Expenditures for Service Dclivcry Subprojects . . . .  21 
Tablc 4 Enterprise-Sponsored Workshops . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  41 
Table 5 Program Budget and Expenditures as of November 1988 . . . . . . . . . . . . . .  49 
Table 6 Program Operational and Administrative Costs PY1-PY3 . . . . . . . . . . . . . .  50 
Table 7 Total Subproject Implementation Costa . . . . . . . . . . . . . . . . . . . . . . . . . .  51 

LIST OF APPENDICES 

Appendix A 
Appendix B 
Appendix C 
Appendix D 
Appendix E 
Appendix F 
Appendix G 
Appendix H 
Appendix I 
Appendix J 
Appendix K 

Evaluation Methodology 
Scope of Work 
Analysis of Responses to Questionnaires 
Bibliography: References Materials Cited and Consulted 
Tables 
CostBenefit (or Financial) Analysis 
Results of KAP Surveys 
Self-Sustainability and the Need for a PVO Income Diversification Strategy 
Enterprise Program Organizational Chart 
Recommends tions 
Logframe 



A.I.D. 

CBD 

CRS 

CSM 

CTO 

CYP 

FP A 

FPIA 

FPMT 

FPSD 

IEC 

ILO 

lPPF 

JHUJPCS 

JSI 

KAP 

MIS 

BV 

NGO 

NPVO 

S&T/POP 

Agcncy for Intcrnational Dcvclopmcnt 

Community-based distribution 

Contraccplivc rctail salcs 

Contraceptive social marketing 

Cognizant 'I'echnical Officer 

Couple yearls of protection 

Family planning association 

Family Planning International Assistancc 

Family Planning Management Training (project) 

Family Planning Services Division (A.I.D. S&T/POP) 

Information, education, and communication 

International Labor Organization 

International Planned Parenthood Federation 

Johns Hopkins University/Population Communication Services 

John Snow, Inc. 

Knowledge, attitudes, and practices 

Management information system 

New Business Ventures 

Non-governmental organization 

Private voluntary organization 

Bureau for Science and Technology/Office of Population (A.I.D.) 



- 

SIC Standard industrial classifications 

SOMARC 

STD 

TA 

TIPPS 

Social Marketing for Change (project) 

Sexually transmitted discas: 

Technical assistance 
-z 
I- 

Technical Information on Population for the Private Sector (project) 

UNFPA United Nations Population Fund 

USAID United States Agency for International Dcvclopment (ovcrscas 
missions) 

The following subprojects are referred to in the report in terms of their acronyms. Morc 
information on thcse subprojects is available in Appendix E, Tablcs E2, E3, and E4. 

ADOPLAFAM CIS PBSP 
ASHONPLAFA CPAIMC PCF 
BAT H I 0  PDA 
CBA MEXFAM Pro-Pater 

PROTA 
YKB 
ZNFPC 



Acknowledgements 

The cvaluati~~n team members sincerely appreciate the cooperation and assislance 
providcd by Enterprise star[ both in Washington and in the field. They are especially gralcful for 
thc hospitality, and patience in answering questions shown them in Zimbabwe by Dr. Norbcrt 
Mugwagwa and his staff of the Zimbabwe Nalional Family Planning Council and by Ms. Millicent , 
Odcra and Ms. Joy Awari, Enterprise regional staff in Africa, by the Population Ccnter Foundation 
in thc Philippines, and by Dr. Jerry Russell and Ms. Jet Riparip, Enterprise's regional staff in A h .  



- vii - 

Project Identification Data 
Worldwide 

Proicct Titlc: Family Planning Entcrprisc (FPE) 

Proicct Numbcr 936-3034 

Chtract Numbcr: DPE-3034-C-0-5072-00 

Contract Signcd: 
Contract Amendment 1: 
Project Assistance Completion Date: 

Pmim Funding: 

Mode of Implcmentalion: 

September 30, 1985 
June 1, 1987 
September 30, 1990 

$27,016,355; Five-year Contract 

A.I.D./Washington Centrally Funded Contract Agreement between Office of Population, Bureau of 
Science and Technology and the Contractor (John Snow, lnc.) 

Contractor: 

John Snow, Inc. 
1100 Wilson Boulevard, 9th Floor 
Rosslyn, VA 22209 

Subcon tractors: 

Birch & Davis Associates, Inc. 
Coverdale Organiration, Inc. 
John Short & .Associates, Inc. 

A.LD.IJS1 Joint Management Review, February 1988. 



- ix - 

Executive Summary 

and Rationale 

Traditionally, A.1.D.k strategy for providing hn i ly  planning services has been to 
work chiefly with the public sector (governments in dcvcloping countrics) and, in the 
private scctor, with private voluntary organizations (RVOs). By thc carly 1980s i t  had 
bccome apparent that this strategy would not be adequate given, on the one hand, 
rapid population growth and iccrcascd demand for family planning serviccs and, on 
the other, reduced allocation of public resources for healti; and family planning. 

This sct of realities, together with a new general ALD. policy to work with the 
private scctor, led the Office of Population (S&T/POP) to consider experimenting 
with new ways !o incorporate both the skills and delivery channels found in thc 
commercial, for-profit sector. A few earlier A.I.D. initiatives with thc for-profit scctor 
(as well as those of other donors and some private firms) suggested that a more 
comprehensive private scctor approach might have a significant impact on increasing 
contraceptive use. 

At the same timc, the Office of Population was also eager to hclp PVOs working 
in family planning to bccome more efficient and businesslike as the availability of 
international and national funding for family planning continued to decline. 

The Enterprise Project: Scope and Objectives 
To address these two concerns, and to encourage "private er~terprise" approachcs to 
family planning service delivciy, A.I.D. authorized the Family Planning Enterprise 
Project in September, 1985. This is a five-year project with a budgct of $27,016,355 
in grant funds. 

The proiect purpose as stated was "to incrcase the delivery and use of acccptablc, 
allordable family planning scrvices through the private sector." The project comprises 
two components -- a PVO component and a commercial (for-profit) component -- 
each with different strategies and slightly different objectives. 

The objective of the PVO component was "to introduce or rciaforce useful business 
skills into cxisting private f a d y  planning organizations, primarily private voluntary 
organizationsw (PVOs), especially local nongovernmental organizations (NGOs) based 
in developing countries. Subprojects were to be designed to expand PVO coverage. 

The objective of the commercial (for-profit) component was "to combine tricd and 
new approaches to integrating the provision of family planning products and services 
into: (a) cxisting profit-making commercial channels and @) employee bcneGt plans." 
The outcome was to be expansion of market-based family planning services with 
many of the costs absorbed by profit-making commercial markets. Local PVOs were 
expected to co-program and co-finance some of these activities. 

A contract to implement the projec! was signed between the Agency for 
International Development (A.I.D.) and John Snow Inc. (JSI) in consortium with 
three subcontractors -- Birch & Davis Associates, Inc., Coverdale Organization, Inc., 



and John Short & Associates, Inc. Responsibility for the project was placed in thc 
Family Planning Services Division of the Office of Population. 

The contract specifies as major deliverables 80 subprojects--contract agreements madc 
by Enterprise with private-sector entities in developing countries to csrry out some 
activity relatcd to family planning (service delivery, research, etc.). According to the 
Project Paper, "the end-of-projcct atatus by which to dusk whcther thc projcct i 

purposrs hnrr k n  a c W  is incrcascd contraceptive usc and prcvaleoce attniutable 
to the subp*3jects developed." Other contract deliverables are workshops, training 
modules, and person-month of technical assistance. 

Purposes and Methodology of this Evaluation 
This evaluation is being conducted during project year four with about one and a 
half years remaining in the project. Its purposes are: (1) to examine whether the 
project was designed in a way that will permit it to meet its objective of developing 
and expanding family planning service delivery in the private sector; (2) to determine 
whether revisions are warranted at this time; and (3) to provide information that can 
be used in designing a follow-on project. The methodology consisted of a team 
planning meeting, briefings, document review, and interviews at ALD. and Enterprise 
headquarters in Washington D.C.! intensive field visits in two project countries 
(Philippines and Zimbabwe), internews with Asia and Africa regional staff, and input 
from subproject personnel and USAID missions in other countries via questionnaires. 

Major Conclusions 
1. Proiect conce~tualization and desi~n. The project concept js a good one. The 
project design, however, was very ambitious: develop new ways to use the for-profit 
sector for service provision, make PVOs efficient and businesslike, and increase 
contraceptive prevalence by t.he end of the project. 

2. Contract compliance. JSI is on schedule in meeting most of the contract 
deliverables. To date, 62 of the target 80 subprojects have =ken initiated. 130 person- 
months of technical assistance have been provided, 2 training modules have been 
produced, and 10 workshops have been carried out. 

3. Proiect s tren~ths and achievements. In many countries, Enterprise staff have 
established-good working relationships, good name recognition for Enterprise, and 
a positive attitude toward "the Enterprise concept." -Norkshops staged by Enterprise - 
have helped spread the concept and some businesses have expanded provision of 
services using their own funds. In one country, a coordinating unit has been 
established that may serve to institutionalize the Enterprise corlcept at the national 
level. Enterprise has many good subprojects; 42 are senrice delivery projects in which 
many personnel seem quite dedicated and setvices appear of high quality. Some 
subprojects are quite innovative. Enterprise is focusing on the question of 
sustainability, especially with PVOs, and some subprojects have ood tential for 8 s  F self-sustainability Promising links are being created between PV an commercial 
enterprises. PVO sustainability subprojects are stimulating interest in management 
skills and incomc p e r a t i o n .  Numerous USND missions praise Enterprise for useful . 
technical assistance provided. 



4. Impact. Dcspitc the above, the overall impact of the contract deliverablcs 
is not likely to be significant. First, significant increases in prevalence will probably 
not bc achieved o r  be attributable to  Enterprise: Thc total number of acceptors 
orojected by Enterprise to be achieved by the 62 subprojects currently ongoing will 
be only 250,000 to 450,000 and many of the subproject firm were already providing 
family planning services before Enterprise. Second, because JSi's focus was on 
meetmg contract deliverable and undertaking efforts to establish subprojects in so 
many countries, Enterprise is working in only a very nariow part of the private 
sector. It has tended to work with large companies in the organmd sector that are 
easier to penetrate, such as iii the mining industry and plantations. Enterprise had 
no overarching strategic plan at a global o r  country level to cnable them to discern 
the key economic sectors and strategic industries in which effort should be 
concentrated. In addition, Enterprise has not placed sufficient emphasis on 
systematic learning about other ways to  maximize impact through the for-profit 
sector, e.g. for-profit health care and family lannin service providers. Third, 
despite good work with PVOs, the financial pro ! lems o f most PVOs are beyond the 
ability of Enterprise to deal with. At the same time, P,LD.'s mandate to  Enterprise 
to try to make PVOs self-sustaining has diverted it from finding new ways to  work 
with the for-profit sector. 

5. - Cost. Cost-effectiveness was not a riority in project design o r  early 
implementation. Subproject development an f monitoring costs are high due to 
Enterprise's centralized administrative structure and. the fact that Enterprise is 
operating in so many countries. In many subprojects, costs per acceptor and m t s  
per couple year of protection are also high. 

6. Collaboration amone proiects. The  collabration with other projects envisaged 
in the project desi n has notreally taken place. Enterprise and the other S&T/POP 
projects with whic f it overlaps (e.g.. TIPPS, F'PMT) function more in isolat' :on o r  
In a competitive manner. There has been some good collaboration, however, with 
FPIA, JHUIPCS, and Pathfinder. 

7. Potential for success. With modiiTcation of objectives and strategy -- 
includiqg consolidation in fewer cou~tries,  decentralization to the extent practical, 
higher riority on systematic definitive learning about what approaches are most 
success f ul, and diffusion of this information to others -- this project could make 
a significant contribution to private sector family planning programs. 

8. 0- of services. Participating firms' clinics visited in both the Philippines 
and Zimbabwe displayed high standards. 

Major Recommendations for The Remainder of the Project 
1. Obiectives. Learning which private sextor approaches will be most successful 
(in terms of impact and cost-effectiveness) shoukd be the major objective for the 
remainder of the project. Secondary objectives, and the priorities among them, 
should be precisely determined by A1.D. (in comultation with JSI). k1.D. should 
agree on  the best strategy for achieving the priority objective(s) and amend the 
contract if necessary. 

2. For-profit sector. This should be the private sector focus of Enterprise. More 
attention should go to exploring options with market-based commercial channels 
("health-care markets"). 



3. - PVOs. No ncw PVO activitim should be initiated aimed solcly at PVO 
strcnglhcning o r  sclf-sustainability. objective in work with PVOs should bc to 
enable them to mar'ket training, IEC, and other technical assistance serviccc to 6or- 
profit firms with which Enterprise iq working. 1 

4. Implementation s m .  Enterprise should decentralize and also consolidate 
in fewer countries. I1 should also bring on board morc private-sector cxpcrtise. k1.D. 
should eliminate the 80-subproject target in order to focus on systcmatic learning. 

Major Recommendations for a Follow-on Project 
- 

1. Desivn of a follow-on proiect. Develop a follow-on project which combines 
the ~ n c r ~ r i s e  and TIPPS projects. Concentrate on  the for-profit sector (leaving 
general PVO strengthening to other projects). All work with PVOs should focus on 
enabling them to market family planning technical assistance to private scctor service 
providers. 

- 
2. Obiectives. The primary objective can be to achieve increases in contraceptive 
prevalence but only if the project restricts itself to a small enough number of 
countries and is designed to proceed in a systematic learning manner. Careful 
segmentation of the for-profit sector is absolutely essential. 

3. Im~lementation strategy. Develop a "tieredw s t ra tqg  which asks the contractor 
to work intensively in a smaller number of countries (e.~., 6 to 10) while also being 
available to  provide ad hoc technical assistance to US.AID missions elsewhere. 
Specify a decentralized approach relying heavily on local persoilnel. 

4. Relationship to other proiects. Develop an Office-wide strategy for increasing 
collaboration and minimizing ridundancy among projects in order to use scarce 

r 
resources more efiiciently. 
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Major Conclusions and Recommendations 

Dcspitc many a:htcvemccts, tbis projcct i not likely to ( o t  dl its staled objcctivcr;. 
With somc changes ut t41k time, huvrrrcvcr, it s h o d  be possibk to rdircct thc 
projcct so (hat it (a) has grcabr impact in a smallcr numbcr of countria, and (b) 
provides tbs OlEce of Population wth crucial, systematic knowledge about how to 
r n ~ ~  ils iovNmcnt in tbc privatc sector in futurc projab. A.1.D.k gcncral 
intention with this pioneering project is praiseworthy. At the output Icvel, Entcrprisc 
has many clear achievcments and is proceeding well in terms of mccting contract 
"deliverables." Nevertheless, thc overall impact of the project, as currently 
irnplcrnented, is not likely to be significant either in terms of the initially statcd 
project objectives or rclative to the project budget. Groundwork for succcss has Gccn 
hid, however. With modification of objectives and strategy -- including consolidation 
in fewer countries, dccentralization to the extent practical, highcr priority on 
systematic dcfini tive learning about what approaches are most succcssful, and 
diffusion of this information to othcrs -- this project could have a significant, lasting 
impact and be one of which both A.I.D. and JSI can be proud. 

Maior Conclusions 

1. Proiect conceptualization and desim as expressed En the Proiect Pawr. The 
general intint bchind the projcct - to use the-private scctor to-providc family 
planning sc~~ccs - is a good one, and mast of the basic assuloptions underlying thc 
project dcsi remain valid, but the project dcsign VJX not clearly c o n c e p t u ~  
Given the f? we-year time frame, the Project Paper was very arnb~tious. It was all- 
encompassing in terms of geographic and substantive scope, stated multiple objectives 
and intended impact, and did not establish priorities among its multiple objectives, 
some of which were u ~~flicting. Major objectives included: find new ways to use the 
for-profit scctor for tsmily planning service provision; transfer costs of service 
provision from the public to the for-profit sector; make PVOs efficient, businesslike, 
and expand the coverage they provide. The net result (impact and intended end- 
of-project status) was to be increased contrace tive prevalence attributable to 

initiating subprojects in 30 or more countries. 
B Enterprise's subprojects. Enterprise was expecte to achieve all the above while 

It was not realistic to expect a new centrally funded project to increase contraceptive 
prevalence while establishing 80 subprojects, many intended to be exploratory, In 30 
different countries, It is questionable whether any contractor could have 
accomplished all that was set forth. The project design thus left many strategic issues 
to be resolved in implementation. 

2. The proiect desim as implemented. In implementation, the contract rather 
than the P r o k t  Paper, became the guiding docment  while the contract &liverables 
have become objeches. The contract retained only segments of the Project Paper 
while adding contract deliverables as a dominant element. The Project Paper and 
specific objectives contained therein seem to have been set aside whde the contract 
deliverables came to be regarded as ends in themselves -- ultimate objectives of the 
project -- rather than only means to achieving an end. The contract, rather than 
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the Projwt Paper, has bccn, operationally, the projcct design. JSI never did rcsolvc 
thc issue of overly ambitious objcctivcs. 

3. Multiplc ahicctivaa. In impkmcntutioo additional objcctivcs werc add& 
without cl;lrifiwtian of prioritics among thcm trr asscssmcnt of thc avcrall fwsibility 
of rnccting dl objcctivcs. Two new objwtives, :,elf-::ustainability and initiation of new 
business venturcs, werc cugpcstcd by A.I.D. and acccpted by JSI. It should have been 
rcalizcd that these object~vcs were not all fully achievable within five ycars -- 
especiaily not while gaining entry and acceptance for Entcrprisc in some 30 
countries, initiating 80 subprojects in those countries, and responding to USAID 
mission rcqr~ests for technical assistance in yet additional countries. 

4. Contrad corn~liancc. JSI is wcll on s c M &  is1 mating, most of the contract 
deli*mablcs. To date, 62 of the targct 80 subprojects have been initiated. Subprojects 
have been initiated in 27 countries, against the target of about 30 countries for 
PVOs and 18 countries for commercial (for-profit) sector subprojects. A total 130 
out of 160 person-months of technical assistance has been provided, 2 out of 3 
training modules have been produced, 10 workshops haw bccn carried out, and 3 
regional advisors have been appointed. 

5. Pmicct streneths and achicvemcnts. At the output kvel, the Enterprise staff 
has cngagcd in a high level of activitr, tbc project inis numerous strengths and many 
clear achievcmenta. Enterprise has good family planning skills on its staff. In general, 
staff members are talented, dedicated, and hard-working. Enterprise's regional 
personnel are providing important in-country assistance. In many countries, 
Enterprise staff have established good working relationships, good name recognition 
for Enterprise, and a positive attitude toward "the Enterprise concept." Numerous 
USAID missions praise Enterprise for useful technical assistance provided to their 
bilateral programs. 

m Private Sector Involvement 

Private sector interest and involvement in family planning has increased due to 
Enterprise; in some countries governmental interest in promoting family planning 
through the private sector has also been stimulated by the project. Enterprise 
subprojects and workshops have stimulated private sector investment in family 
planning in the absence of any further Enterprise investment. Examples include spin- 
off and replication activities in Mexico and Colombia as a resu'l: of a workshop in 
the Dominican Repblic. 

m Service Delivery 

Enterprise has many good subprojects. Forty-two are sexice delivery projects in 
which many personnel seem quite dedicated and services appear sf high quality. The 
quality of Enterprise's medical monitoring also appears high. As part of Enterprise's 
routine activities, service delivery subprojects are assessed for quality assurance 
components from proposed initiation through project implementation. A Medical 
Review Committee has been established to oversee the process, and Enterprise has 
a medical monitor at headquarters to provide continued support for the various 
activities. 



u Innovution and Sustai~ability 

A few subprojects arc rcscarch projects that addrexi critical issmcs. Some subprojccts 
NC q u i k  innovativc and some m;ry have potential for self-sustirin;rbilily. PVO 
subprojects arc stimulating intcrcst in management skills and income gcncration. 

u PVO-For-profit Synergism 

One of Entcrprisc's most important achievements has been thc dcvclopmcnt of thc 
business firm-PVO servicc provision relationship. Under this model, a busincss firm 
pays a PVO to dclivcr family lanning services in the firm's health clinic. This privatc 
sector servicc delivcry mode I' addresses a number of development concerns: PVO 
sustainability, shifting of the burden of public scctor service delivery to the private 
sector, and cost-effectiveness. W t h  the extension of services through an "umbrclla 
approach" to 10-20 firms, rather than just one firm, the volume of acceptors should 
be high, and costs, relatively low. 

Workshops and Training Modules 

Workshops have served three purposes. First, they h,ave bccn an effective method 
of disseminating the goals and objectives of the Enterprise program to the PVO and 
commercial sectors. Second, they have provided an impetus to mobilize PVOs and 
private organizations toward initiating or  improving family planning activities. Third, 
they have bccn used as a mechanism for identifying new subprojects. 

To  date, JSI has developed two modules focusing on increasing overall effectiveness 
of PVO management and developing company-based programs. These modules were 
well produced and were used extensively by contractors, PVOs, and donors. 

u Positive Responses from Companies and USAID Missions 

All companies that responded to questionnaires sent to subproject management in 
conjunction with this evaluation (see Appendix C) indicated positive effects 
associated with Enterprise-supported family planning programs. Most of the 
companies indicated that they would be more than likely to continue their programs 
once funding had terminated. 

According to cabled responses to questionnaires to USAID missions, Enterprise staff 
have good working relationships with the missions. In general, mission responses 
were positive regarding the conceptualization and design of country-specific 
subprojects and the quality of Enterprise technical assistance. As a result of 
Enterprise's success a t  the field level, numerous missions have requested buy-ins, 
indicating a desire to work with the program. 

6. Im~act. Ncrvcrtheless, the project is not likely to achicve its statcd purpaccc 
and the overall impact of the contract deliverables is not likely to be signilkant in 
terms of the stated objectives. First, in terms of demographic impact, significaut 
increases in ptevalence will probably not be achieved o r  be attributable to 
Enterprise: The total number of acceptors projected by Enterprise to be achieved 
by the 62 subprojects currently ongoing will be only 250,000 to 450,000 and many 
of the subproject Firms were already providing family planning services before 
Enterprise. Second, because JSI's focus was on  meeting contract deliverables and 
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ul~dcrti~king clrbrls to ~ ~ t u b l i s h  subprojccts in so mriny countric!;, Entcrprisc is 
working in only a vcry narrow prrrt o f  thc rivutc scctor. It has tcndcd to work with 
largc companies in the o r g a n i d  swtor t l! ut arc casicr to pcnctwtc, such ;IS in thc 
mining industry and plantations. Entcrprisc hud no ovcrurching strategic p h n  at a 
global or  country lcvcl to enable them to diswrn the key cconomic scctors ;rnd 
striitcgic industria in which effort should be conccntratcd. In addition, Entcrprisc 
has not placed sufficient cm hasis on systematic lcbrning about othcr ways to 
maximiw impact through the f or-profit scctor, c.g. for- rofit health care and family 
planning scrvicc providers. Third, dap i tc  g c d  wor E with PVOs, the financial 
problems of most BVOs arc bcyond the ability of Entcrprisc to dcirl with. At the 
samc timc, A.I.D.'s mandate to Enterprise to try to mirke PVOs self-sustaining hi~s 
diverted it from finding new ways to work with the for-profit scctor. 

Reasons for probable shortfalls in achieving objwtivcs lic in 1) the ambitiousness 
of the projcct design and the multiple objcct~vcs; 2) lack d privatc (for-profit) scctor 
cxpcrtrsc within Entcrprisc; 3) Entcrprisc staff and decision-making being highly 
wntralizcd in Washington D.C.; and 4) the fact that Entcrprisc is working in so 
many countrics. 

7. Proicct structure and stafline. Thc prcslcnt organizational structure docs not 
appcar o p t h a l  for achicving Phc b a t  possible outcomcs from the rcsourca invatcd. 
First, the staff is heavily weighted toward family planners relative to privatc scctor 
and cconomic analysis specialists. Second, thc projcct k highly ccntralizcd with a 
relatively large staff in Washington, only limited use of regional- and country-based 
personnel to support field activities, and little decision-making authority delegated 
to the ficld. Third, the fact that Enterprise has carried out activities in 41 countries 
places heavy demands on its resources. Subprojccts have been initiated in 27 
countries and technical assistance provided in an additional 14 countries -- all from 
Washington. 

8. - Cat. Cost-effcctivencss was uot a priority in tbe Project Paper, contract, or  
early implementation and many costs arc high. 

Subproject development and monitoring costs are significantly greater than the 
amounts of funds going into the subprojects themselves. These costs are high in large 
part bepause of Enterprise's centralized administrative and monitoring structure and 
the fact that Enterprise is operating in so many countries. 

Within many subprojects, costs per acceptor and costs per couple year of protection 
are also high, regardless how they are calculated. 

Little systematic experimentation or  monitoring has been done on the question of 
how to transfer some of the family planning cost burden to  the private sector. 

9. Imdementation stratcPies Implementation strategies appear to have been 
dekranined chiefly on the basis of horw to get subprojects initiated to mect 
quantitative target deliver able^ As a result, in its commercial-sector activities, 
Enterprise has focused chiefly on  employment-based family planning as an employee 
benefit and has done little with the commercial market-based channels ("health-care 
markets") specified in the Project Paper and contract. 
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10. f ? r n ~ l ( y n c n t - h a .  s u b p ~ i w h .  Morc than hulf of thc to td  suhprojwb (34 
out of 62) urc cmplcymcnt -b i~d  auhpnjwk.  Thcrc arc both strengths and 
wc;rkncsscs in this. 

On the plus side, mirny of thcsc arc mK1 subprojects im lcmcntcd by lci~ding firms 
with management intcrcstcd in frrmi y planning and wit clinical pcoplc providing 
high quality scrviccs. 

t 
On the othcr hand, thcsc were relatively easy subprojccts to get oing. Many of the 
firms had already b c ~ u n  to provide family plannrng scrviccs he f orc Enterprise, or 
alrcady felt somc dcslrc to do so. For Enterprise, fecling pressure to gct subprojccts 
initiated quickly and to meet the commcrcial (for-profit sector target of 30 
subprojects (later increased to 50), these were easy targets o r' opportunity. This was 
the for-prolit scctor arca about which A.I.D. knew most bcforc the projcct began. 
It is not clear how much has becn lcarncd throu h these subprojccts (including 
about the feasibili ty of actually transferring costs to t R c private sector). Furthermore, 
the total number of new acceptors will not be grcat relative to ovcrall project costs. 

In motivating companics to enter into contrack with Entcrprisc, thc projrxt has becn 
using a "cost-bcnelit" analysis whose design is faulty and nccds to bc corrected. At 
the same time, formal cost-bcncfit analysis may not be ncccssary for cach company; 
somc firms arc easily convinced, without dctailsd studies, of the savings that w~ll 
accrue from providing family planning scrviccs to employees. 

11. PVO/NGO subproiccts. Entcrprisc has had a positive impact on  thc 
willin a s  of some PVOs (NGOs) b think of working with private busincss and thc 
use o f?' busincss skills in managing thcir own activities. In most subprojects, it is too 
earl to find clear evidence of significant improvements in PVO management 
per f? ormance as a result of Enterprise assistance, however. 

Many PVOs face an extremely difficult future in respect to maintaining their funding 
sources. Thc ma nitude and complexity of their problems is beyond the resources 
of Enterprise w ich can make only a modest contribution to their all-around 
sustainability. 

P; 

The special contribution of Enterprise to the issue of sustainability is to link PVOs 
with a new source of potential income, namely for-profit firms to which PVOs can 
provide needed technical assistance in family planning -- what Enterprise bas called 
the "synergistic effect." 

Given that the Office of Population already had l~umerous other projects working 
with BVOs, it is ap  ro~ r i a t e  that Enterprise's PVO component was not a separate 
project. The early f eckion to amend the contract to place less emphasis on PVOs 
relative to the commercial for-profit sector was also good. Still, too much attention 
has gone to PVOs, given the Office's desire to be innovative in trying new 
commercial and market-based channels for the provision of family planning scrviccs. 

12. Commercial mar.ket-bared sub~roiects. Of the three private-sector "channelsw 
set forth% the  project design, this on< referred to as "health care markets,' has 
received the least attention. Enterprise siaff point out that working with private 
providers and retailers is difficult due to the general absence of strong linking 
organizations through which to proceed. Nevertheless, Enterprise has discovered 
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some intcrcsting markct o portunitics for rnicrobusincsscs in providing family 
planning (now classified un f cr  the rubric "ncw business ventures"). 

13. "Ncw huqinw ventum' subprniccts. Subprojects c u t c g o r i d  u n k r  thc 
h a d i n g  "ncw busincsa vcnturcs" incluck sow of the mom innovative octivitics 
undcrtukcn by Enkrprisc. Some of these involve income-gencration for PVOs; othcrs 
involvc markct-bascd providers. This separate category, howcvcr, is not clcarlj 
dclincd and is confusing even to many Enterprise staff. 

14. Sctviw delivcw sub~rniccts and numbcrs of acccptom Forty-two SCMCC- 
clclivery subpmjccts haw: k n  initiated, mast cmploymcnt-based mtl somc with 
PVOs. Together these subprojects project a total of only appr~xin~ately 250-450,000 

w acceptors. Even if targets are reached, because the total numbcr of acceptors - 
projcctcd is low, the impact on prevalence rates within the participating countries 
will be minimal. Numbcrs of acceptors in thc employrncnt-bascd subproj 'ds tend to 
bc lower than in the PVO subprojccts. 

The current total number of acceptors is only about 70,000, as many subprojects are 
just beginning to provide services. Data related to new, transfer, and continuing 
users, as wcll as drop-out rates, has not yet been uniformly or  routinely collected by 
Enterprise. Recent attempts have been made to develop an MIS system and train 
personnel to collect these service statistics but, as with many service delivery projects, 
the information often is not totally reliable. 

Equally importantly, at this early stage, the potential success of subprojects cannot 
be determined by looking only at such service statistics as numbers of acceptors. - 
Other indicators, such as quality of service provision, IEC, and training, may give a 
more meaningful picture of the potential sustainability and impact of service dclivcry 
subprojects than service statistics -- both because of the questionable accuracy of the 
numbers and because of the newness of most subprojects. 

15. Sustainability. Enterprise is focusing oil the question of sustainability, 
especially with regard to PVOs. Some subprojects should be self-sustaining by the 

. - - 
end of this project. On the other hand, other worthwhile subproject activities will 
,lot be self-sustaining and should possibly continue to receive public support. 

16. Collaboration amonv proiects. Tbe collaboratioa emisaged in the project 
design between Enterprise and other projects working in the private sector has not 
really taken place There are a few laudable instances of collaboration (e.g., with 
JHUIPCS, FPIA and Pathfinder), but for the most part these projecl function more 
in isolation or  in a competitive manner, and there have been conflicts with the 
TIPPS approach. In addition, Enterprise overlays both substantively and 
geographically with several other S&T/POP projects (especially TIPPS, FPMT, 
S O W C ) . T h i s  is unfortunate with regard to maximizing the effective use of 
S&T/POP resources. 



- xix - 
Major Recommendaticans for the Remainder of the Project 

1. Pmicct Obicctivcs 

The objcctivcs of the project, and the priorilia among them, should bc prcciscly 
dckrrnind by ALD. (in consultation with JSi). 

The major o b j d v e  for thc rcmaindcr of this project should be to lcam which 
approaches to prwiding family planning through the privak (cspccially for-profit) 
scctor will t#: mogt successful and uodcr what circumstances. The target of 80 
subprojects should be climinatcd; new subprojects should be initiated not to mce t 
a numerical targct but to maximize learning. 

Enterprise staff should analyze promptly both what has been learned to date and 
what questions rcmai~a unanswered. Special attention should go to subprojects that 
havc already been completed, especially those (e.g., in Mexico) which appear to be 
quite successful. A scrics of prcliminary working papers should be produced 
lreflecting this state of knowledge and providing the basis for internal evaluation 
activities. Topics should include employment-based family planning, market-based 
family planning ("health care markets"), costs and cost transfer, PVO technical 
assistance to for-profit firms, and sustainability. 

Criteria to be used for evaluating projcct performance and success (and thus also 
the performance of the contractor) should be detcrmincd as part of agreeing on 
project objcctivcs. 

2. Xmplcmentation Strategy 

A.I.D. and Enterprise should agree on the best skategy for achieving the priority 
objective(s) and amend the contract if necessary. ?he strategy should contain the 
following elements: 

Personnel h t c r p n .  should bring on b a r d  more pr,hte-sector expertise, especially 
perhaps as short-term consultants or advisors. 

Countrv consolidation Enterprise should consolidate: its activities in fewer countries 
rather than expand to new oncs Enterprise documents have indicated interest in 
concentrating on certain priority countries; this is appropriate. Enterprise should not 
initiate new subprojects in countries where it does' not already have a subproject 
under way. 

~ n t a a l i z a t i o n  Subproject development and monitoring (including the provision 
of technical support) should become less centralized Enterprise should place more 
staff in its regional offices and give these offices greater authority to develop and 
implenlent subproject activities. Where possible, Enterprise should attempt to hire 
in-country representatives in all countries where the program has a substantial 
amount oE subproject activity. In-country representatives could play a major role in 
the consolidation and information dissemination activities that should be carried out 
during the remainder of the project. 



8 For-nrofit scctor. Thc for-profit saxtor should be thc private s a t o r  focus of 
E n l c ~ ~  More attention should go to systematically exploring options with market- 
based commercial channels ("health care markets") as set forth in the Project Paper, 
even if they do not lead to immediate gains in acceptors. 

Y PVQ a c t ~ t i c s .  No new PVO activities should be initiated aimed solely at 
PVO stren~thening or PVO self-sustainability. Instead, work with PVOs should focus 
on activities to enable PVOs to market training, IEC, and other technical services 
to private sector entities for a fee -- what Enterprise has called the "synergistic 
approach." 

"New business ventures.' The "new business ventures" category should be 
dropped. Subprojects now classified by this theme should be reclassified under one 
of the project's original categories (presumably PVG or commercial market-based 
channels). No efforts should be made to start new business ventures not directly 
related to family planning. 

3. Cost ksues 

Costs per acceptor and costs per CYP. The Office of Population should decide 
what its precise goals are in thearea of costs per acceptor and costs per CYP. A.I.D. 
and Enterprise should then come to agreement on how to calculate these costs. 
Efforts should be made to understand the circumstances under which some 
subprojects costs are high while others are low. 

Subproiect costs associated with centrally funded ~roiects  that have a world-widc 
basti The Office of Population should carry out a study to review the subproject - 
development and implementation costs associated with centrally funded projects that 
have a world-wide base. This would help to identify ways of better understanding 
these costs, so that they might potentially be reduced, not only for Enterprise but 
other future programs as well. 

Criteria for assistinn ~rivateJector business firms. Given the intent of this project 
to transfer some costti of service provision to the for-profit sector, subsidies should 
be provided only where necessary. Guidelines for provision of subsidies ("seed 
money," including equipment) should be developed promptly. Enterprise should seek 
to learn more about the circumstances undei which continued subsidies should be 
provided. 

4. MIS and Evaluation 

Enterprise should proceed with its efforts to develop a comprehensive MIS that can 
be used as an effective tool for both monitoring and evaluation. The MIS should 
gather not only service statistics but also qualitative information about activities such 
as training, IEC, motivation, and spin-off effects. 



Enterprise should procccd further with analysis of what can realistically bc cxpectcd 
in' this area and develop guidelines for future activities. 

6. Spin-off and Difffuion of Ideas and Activitica 

The project should proceed with and develop further its plans to disscminatc 
information about successes and lcssons learned in this project. 

7. Collaboration with Other S&T/POP Proiects 

Enterprise should follow up and expand on current irlitiatives to collaborate with 
TIPPS and other centrally funded projccts. S&T/POP should dcvise strategies and 
incentives to encourage greater collaboration among its contractors. 

Private Sector Advisow Group. A.I.D. should consider establishing, if feasible, a 
"Private Sector Family Plafining Technical Advisory Group" (or group with some 
similar name) consisting of experts from outside A.I.D. who can advise S&T/POP 
on private sector programming issues and advise the new fl0 on overal! 
management of this prcject. 

CIO manaeernent. Given the imminent departure of the current CTO, a new CTO -- 
should be brought on board as soon as possible and be phased in by the current 
CTO. Given the high turnover of CTOs on many centrally funded projects (this will 
be the fourth for Enterprise), and the frustration this often causes project 
contractors, S&T/POP should dt:velop better procedures for initiating new CTOs to 
the task and effecting a smooth transfer of responsibility and undlzrstanding of the 
project and its objectives. 

Major Recommendations for a Follow-on Project 

1. DcFim of a follow-on proiect. Develop a followan projcct which 
concentratat on the for-profit d r  aM1 combines the strengths of the Enterprise 
and TIPPS pmjeck  

2. Obi& Objectives should be clearly stated and priorities sptdied. They 
should be linked to specific evaluation criteria, which will be different for different 
objectives (e.g., achieving a cost transfer from public to private sector vs. increasing 
contraceptive prevalence). 

The primary objective could be to achieve increases in contraceptive prevalence but 
only if the project restricts itself to  a small enough number of countries and is 
designed to proceed in a systematic learning manner. Careful segmentation anci 
analysis of the for-profit sector is absolutely essential. 
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3. Irn~lcrnentation strategy. Devclop a "tiered" strategy which asks the con tractor 
to work intensively in a smallcr number of countries ( e . ~ . ,  6 to 10) whilc also being - 
available to provide ad hoc technical assistance to missions on request. A 
dcccntralized approach relying heavily on local personnel should bc specificd. 

4. Rmiility. The contract should require the contractor to evaluate on an 
ongoing basis the overall appropriateness and feasibility of the project design and 
strategy in terms of actual current conditions. As project staff learn what is 
appropriate and cost-effective, changes should be made as necessary. 

5. Relationshir, to other proiccts. An Office-wide strategy should be developed 
to increase collaboration andminimize redun lancy among projects in order to use 
scarce resources more efficiently,, Incentives should be devised to promote 
collaboration. 

Other Recommendations - 
6. If the "Private Sector Family Planning Technical Advisory Group" is not 
established before the current project is completed, It should be set up before the 
start of the follow-on project. In any case, A1.D. should consider bringing in 
consultants with for-profit sector expertise and project and social science research 
design expertise to assist in the design process. 

Relationship to Other S&T/POP Proiects 

7. In combining the Enterprise and TIPPS projects, the demand-generation 
approach used by TIPPS could be broadened to include stimulation of such market- 
type enterprises as doctors, midwives, contraceptive producers, and others to become 
involved in an overall coordinated commercial sector plan to increase the availability 
and use of contraceptives. 

Oreanizational - Structure and Staffing 

8. Private-sector specialists should constitute a larger portion of the staff and 
should be in key management positions. This might include using funds to bring in 
consultants with private sector expertise. 

9. The project design should ensure that project management is decentralized. 

Implementation Stratem 

10. For each country, a clear "map" (or market segmentation) of the different -- 
elements of the private sector should be drawn up and within each sector further - 
distinctions should be made. 
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11. The follow-on Project Papcr should contain more explicit guidance on typcs 
of commercial scctor activities to  be undcrtaken (i.e., specifically pointing to the 
preccdcnce that should bc given to hcalth care market-type activities ovcr 
cmploymcnt-ba,sed service delivery). 

12. No efforts should be made to start new business ventures not directly rclatcd 
to family planning. 

13. All work with PVOs should focus on activities to  enable them to market (for 
a fee) training, IEC, and other technical services to private scctor entities. 

14. When developing new subprojects, no more of the cost-benefit analysis of 
the type that Enterprise has carried out to date should be undertaken. Hypothetical 
cvamplcs of the cost of programs and the resulting cost savings to  the firm could 
probably serve almost as well, at a fraction of the cost, for convincing new 
participants. Any cost-benefit analysis should be carried out in accordance with the 
me thodology outlined in Appendix C. 

15. If k1.D. has not yet begun the study to review the subproject development 
and implementation costs associated with centrally funded projects that have a world- 
wide base, it should undertake it during the period of the follow-on project. 

16. Studies of contraceptive usage (demand) in the target populations should be 
carried out both before a subproject begins and at  least once morc at the end of 
the subproject. From these studies, not only can pricing and cost-recovery conclusions 
be drawn, but evaluation of new and continuing users as a result of the project can 
be done (is., cost-benefit analyses can be carried out and the benefits to  both the 
firms and the society can be estimated). 

Subproiect Costs 

17. Given the recent cuts in population budgets, the Office of Population should 
ensure that the design of any follow-on project directs the contractor to  spend 
project funds in a cost-effective manner. 



1. Introduction: Project Establishment 2nd Objectives 

1.1 Establishment and Assumptions of the Emternrise Proiect 

Thc Family Planning Entcrprisc projcct was crcatcd in 1985 through a $27 million 
contract bctwecn thc Agency for International Development (A1.D.) and John Snow, Inc. (JSI), 
in an cffort by A.I.D. to incorporate in its family planning service dclivcry programs both the 
dclivcry channcls and skills found in the profit-making private sector. Thc project was dcvelopcd 
during thc early and mid-1980s, when A.I.D. came to recognize that its own and other donor 
rcsourccs would not remain equal to the growing demand for services and that its population 
program could be strcngthencd by the addition of new resources. The project's inception coincided 
with broadcr A.I.D. efforts to work with the private sector but was by no means simply a response 
to that general policy emphasis. 

The projcct also sought to increase the contribution of the non-profit private scctor 
-- thc large number of private voluntary agencies (PVO) and non-governmcntal organizations 
(NGO) that were directly providing services. Hcrc the notion was that if PVO operations became 
more cfficicnt, morc pcoplc could be served morc effectively. 

Conceptually, four basic assumptions underlay the Enterprise project's creation: 

1) that unmet demand for family planning services was outpacing public scctor 
rcsources; 

2) that the profit-making sector had skills and distribution channels that would 
serve to supplement existing population program efforts; 

3) that an increasing number of citizens of A.I.D. recipient couctries are part 
of the money economy and would be willing to pay for family planning 
services; and 

4) that potential exists for incorporating fam~ly planning into existing commercial 
channels, which would not rcquire long-term support by A.LD.l 

Nothing has happened since the project was formulated t o  discredit these original 
assumptions: It is still believed that demand is outpacing resources; that the profit-making sector 
offers valuable skills and distribution channels; that persons entering the moaey economy may be 
willing to pay for family planning services; and that some commercial channels may be able to 
provide such services without A.I.D. support. 

Conclusion 

H k1.D.'~ initial assumptions on  which the Enterprise project rests remain valid and 
its efforts to use the private sector to provide family planning services remain appropriate. 

These four assumptions are presented in the project paper and logframe, in the JSI contract, and are 
repeated in JSI semi-ann~aal reports. See also JSI's "The Enterprise Program: Original Assumptions and 
Current Experience" (no date). 



1.2 cctives and Strategy2 

The Enterprise proiect purwse, as stated in the Project Paper, is "to increase the 
dclivcry and use of amptab le ,  affordable family planning services through the pri,vatc scctor." 

The  project was to encourage "private enterprise" approaches to hmily planning 
service dclivcry in two ways: through (1) a commercial (for-profit) component and (2) a PVO 
component. 

The  Commercial (For-profit) Comnoncnt 

This objxtive is summarized as incorporating fanlily planning into existing 
commercial channels. The  objective is to  complete a series of subprojects that "encourage and assist 
businesses to provide family planning services in the marketplace." The  two dxplicit emphascs within 
this component are: 

a. Integrating the provision of family planning services into employer, bencfit plans. 

b. Integrating the provision of family planning prcducts and services into existing 
profit-making commercial channels. Assistance in this area was to  include subprojects 
for training, financial support, management and evaluation assistance, and the 
development of market-based procurement, distribution, and information and 
education systems. The suppliers in this marketplace that were expected to find it 
profitable to include family planning commodities o r  services among their sales 
include: 

m Medical personnel 

8 Fixed-facility service-providers 

8 Retail outlets 

Contraceptive manufacturers 

m Financial providers 

The Private Voluntarv Orpanization (PVO) Component 

The objective of this component is to "introduce or reinforce useful business skills 
into existing private family planning organizations, primarily private voluntary organizations (P'JOs) 
based in LDCs [less developed ~ountries]."~ 

This information, and citations, come from the Family Planning Enterprise Project Paper (especially 
pp. 1-2). 

3PV0 meant local NGOs -- non-governmental organizations, usually indigenous or specific Lo an 
individual country (in contrast to international and US-based PVOs). 



Activitics to improve PVO busificss skills vvcrc to includc: 

a. Dcvcloping and improving I'Enirncial and human rcsourw managcmcnt systcms; and 

b. Providing assistancx in dcvcloping an improvd economic basc. 

Subprojwts wmc: to bc designcd to expand PVO covcragc through assistance in arcus 
such as: 

m financial analysc; to dccidc among fee-for-scrvicc alternativc~; 
m logistical and accounting tcchniqucq and 

designing pcrsonncl time managcmcnt and incentive systcms. 

1.2.2. Evaluation Criteria 

According to thc P r~ jec t  Papcr,O all proposed projcct activities "arc designed to 
incrcasc thc tlclivcry of family planning scrviccs." Thc cnd-of-project "objectively vcrifiablc 
indicator" is dcscribcd as "incrcascd contraceptive usc and pscvalrnce attributable to subprojects" 
dcvcloped by Entcrprbe. 

In the contract, however. this verifiable indicator has been droppcd. Indeed, thc 
contract overall is much less explicit about what the project should achieve, bcyond meeting 
deliverablcs. In essence, only a small proportion of the substance of the Project Paper was carricd 
forward into the contract. This situation leads to an overall issue concerning what the relationship 
should be bct.wecn the Project Papcr and the contract and whether the contractor should be 
rcspol~sible far objectives that are stated in the Project Paper and not explicitly set forth in the 
contract. 

1.2.3 Activities and 01~tputs 

The projected workplan for implementing the agrecd upon activities was as follows: 

Activitv 
Subcontracts (80) 
'Technical Assistance 
Workshops (10) 
Training modules 
Regional Advisors 

Table 1 

PYl PY2 PY3 PY4 PY5 - - - - - -  
6 18 30 26 

Total of 160 person months 
2 2 4 2 
3 - 
0 1 2 2 

The contract specifies that 1,545 total person-months of direct labor will be used to 
implement Enterprise project activities. 

'See Appendix K: Logframe 



Both the ?rojcct Paper and contrnct spccilicd that approxirnatcly 50 suhprojecls 
would bc designed to assist I'anrily plr~nning PVOs and that 30 sub rojccts would he clcriigncd to 
incorpor;rtc lirmily planning into market-hwcd cornmcrcial channcls. &bProjc:ctt; wcrc to be of finite 
duration (rrvcraging two ycals). 

Both dacomcnts also rpccificJ that PVO activitics should be initiated in at Icasl. 30 
countrics, and that markct-bascd activitics should bc initiated in 18 countries. (It is not clcar l'rom 
cithcr document whcthcr this m c d  18 of the 30 wuntrics or just why cithcr numbcr of countrics 
was choscn.) Rcgional distribution was to be in accord with FPSD's rcsourcc r;llocation plan, with 
some recognition that thc projcct was likcly to be more widely utilixd in Asia than in Africa5. 

1.2.4 Contract for Project Implementation 

A five-ycar contract agrccmcnt setting forth these gods and stipulai.:d outputs was 
signed Scptcmbcr 30, 1985 by the Office of' Population, Bureau of Scicnce and I'cchnology and 
John Snow, Inc. (JSI) for ;in amount of $27,016,355.6 Thrcc other firms wcre brought on as 
subcontractors: Birch & Davis A~sociatcs, Inc., G~vcrdalc  Organization, Inc., and John Short & 
Associatcs, Inc. 

In January 1986, the Officc of Population dirccted Entcrprise to dc-cmphasizc 
activities with PVOs and to focus more on for-profit firms. JSI's contract was amcndcd in Junc 
1986 to formalize the shift: the estimatcd number of subprojccts was rcversed to 50 subprojccts in 
markct-bascd commercial channcls and only 30 subprojccts with PVOs. This contract amendment 
also specified that workshops attended by more than 35 participants would qualify as two 
workshops. 

The  contract called for an external mid-term project evaluation, whose findings, 
conclusions and recommendations are contained in this rcport. Although this cvaluation was 
conducted slightly latter than mid-point, this timing actually afforded a better opportunity to asscss 
both actual achievcmcnts and the potential for impact (see Appendix A). 

l(1)'  S&T/POP should review the project design process and the resulting contract to 
ensu,c that the project objectives as written in the Project Paper are explicitly 
includcd in the contract. 

5Project Paper p. 20. 

6AwardlContract No. DPE-3034-C-00-5072-00 between Agency for International Development and John 
Snow, Inc. 

'Recommendations are numbered consecutively in each chapter. The number in parentheses indiwta 
the chapter number. Recommendations in bold face are the principal recommendations in the report. A 
complete list of all recommendations is provided in Appendix G. 



Design Issues 

While the projcct conccpt is a g o d  one, the actual projcct design was vcry 
ambitious and the strategy proposed by A.I.D. for achieving the rojcct purpose was all- 
encompassing. Rathcr than providing an action plal~ bascd on a clcar r y dcvclopcd strategy, the 
Project Paper anticipated giving to the contractor wide latitude to explore opportunities throughout 
the private scctor. Essential elements were 

The obligation to get something going in the private sector (or work with the for- 
profit scctor, or  transfer somc of the burden of providing family planning scrviccs 
Liom thc public to the p;ivatc scctor); 

8 The requirement to meet contract dclivcrablcs (especially the establishment of 80 
subprojects); and 

w Utilization of $27 million. 

Bcyond this, it appears that A.I.D. was not clear as to what it really cxpected out 
cf this projcct. The project seems to havc little relationship with any overall well-defincd set of  
k1.D. objcctivts with the private sector. A contributing factor may be that A1.D. seems not to 
havc consulted outsiuc private scctor experts in designing the project. It relied instead on in-house 
staff, who -- although there was somc A1.D. experience with private scctor programming (scc 
Section 2.4.1) on which they could draw -- were themselves primarily family planning specialists. 

The Desijg as Implemented bv the Contractor 

Because of its all-encompassing nature, the project design left much to be worked 
out during implementation. The assumption was that the contractor would take some initiative to 
develop appropriate strategies and that if it were found necessary to revise some of the initial 
premiscs and objectives in the process, the contractor should take the initiative to do this as well. 

The contractor has made little effort to define strategies while it has been 
implementing the project. Rather, project management has proceeded to develop subprojects as 
quickly as possible, seizing targets of opportunity and making little effort to undertake evaluation 
of its efforts (see Section 4.3.1). 

At the same time, it has deviated from the contract by accepting additional objectives 
from ALD. 

2.3 Multiple Objectives 

2.3.1 List of Objectives 

Neither party had a clear conceptual grasp at the start of what was expected from 
the Enterprise project, and little joint effort has been made since then to develop a coherent 
strategy informed by project experience. Instead, objectives and strategies seem to  have evolved 
over time in response to a number of factors. Currently, nearly a dozen objectives are cited either 
in project documentation or  in discussions with ALD. and project management. Among them are 



Incrcasc contnrcc tivc prcvalcncc and use, 
Mcct contract dc f ivcrablcs, 
Intr<xlucc and improve munagcmcnt and busincss skills of PVOs, 
Dcvclop PVO sustainability, 
Dcvclop sustainability (in general), 
Work with thc for-profit sector, 
Get new acceptors, 
Transfer somc of the family planning burden from the public to thc private 
sector, 
Find new ways to use the prk~ate scctor to promote fmily planning, 
Initiate ncw business ventures, 
Bc cost -effective. 

Basically, most of these objectives we fine. A serious problcm, howcvcr, is that 
contract dclivcrablcs are mix& with ultimate project objectives, thus apparently achieving th:: status 
of being cnds in thcmsslvcs rather than only means to achicving an end. This came about primarily 
because in implementation, the contract -- which said almost nothing about ultimate cnds -- bccarnc 
thc guiding document while the Project Papcr and the specific objcctives stated therein seem to 
have bccn set aside. A second problem is that priorities among these multiple objectives arc not 
clcar and consequently, contradictions and inconsistcncics are inherent among them. 

Evolution of Objectives 

Tticsc objectives have developed in response to a number of factors, primarily 1) the 
ambitious nature of the project itself which, with two major components each with its own 
objcctives, meant that inevitably the project would have multiple objectives; 2) on a policy level, 
A.I.D. began to put a higher priority on sustainable projects and cost-effectiveness; and 3) A.I.D. 
has had a succession of different CTOs to monitor the project, the first of whom stressed achicving 
delivcrablcs quickly, the second who was more concerned with sustainability, and the third who 
brought to the fore issues of cost. and cost-effectiveness. 

The inclusion of sustainability and of cost-effectiveness as important project 
objectives has had considerable effect on how the project has been implemented. 

Sustainability 

At about the same time as the emphasis was switching to for-profit firm-based 
activities, budgets for population activities were shrinking and "sustainab'iity" was arising as a theme 
and long-term goal for Office of Population projects. In the Enterprise project, sustainability had 
not been conceived of as an objective in the original project documentation: The closest mention 
of the concept was that self-sufficiency might be possible in the case of some but not all 
commercial-sector acti~ities.~ When the notion gained currency in M.D., the Enterprise project 
adopted it quite aggressively, developing and incorporating elements of sustainability in all its 
subprojects. The application of efforts toward sustainability was different for PVOs and for-profit 
subprojects: 

8 - PVOs. Even before this development, the project had foreseen two quite different I 

types of approaches for PVOs: 1) inrproving management skills to make PVO 
operations more cost-effective; and 2) i'ntroducing and increasing business skills to 
enhance income-generating capabilities. The focus on sustainability put a premium 

sSee p. 13 of the cmtract, and p. 18 of the Project Paper. 



on crcirtinp l'cc-liw-scrvicc irnd other opportutiitics Sor fund gcncmtion, i1ltllo~1~I1 it 
wirs still v~cwcd ;IS imp)rlirnt to  improve bwinckv skills. 

u f'Jn~!)rlov~~~cnl-hrscd Sub~roicctq. For employment-based subpro'ccts, sustirinirbility 
itvc increased credibility to  the cxistin tendency to  cstirblis subprojects with 

1 1  rb B b 
w, bcttcr-csti~blishcd firms already o fc.ing mcdicul scrviccs into which l'irmily 

plirnning could bc incorporated. 

.-- Ncw nusincss Vcnturcs. Like sustuinubility, thcrc was no  mention of New Uusincss 
Vcnturrs in thc Project P a p .  Nor was thcrc irny such rcl'crcncc in the first two 
irnnual reports. fi~liowing un address by the A.I.D. Administr;rtor in Januirry 1987,Y 
howcvcr, the term began to  a p p u r  in JSI l i t c r i~ tu re .~~  The first rcfcrcncc vf:rs to 
"innovirtivc irpproachcs"to fcc-for-wrvicc sdc of firmily plirnning scrviccs. 'Ilc 
crcn:ion or the a)nccpt was acmmpunicd by an attempt to re-cutcgorizc existing 
Entcrprisc subpro ccts as new business vcnlurm. This has continued, with thc hulk 
of Ncw Uusincss &' cnturcs rcirlly PVO sustainuhility schprojccts and thc rcmining 
initiirtivcs in the for-profit health-care mirrkct typc irnd somc rcscarch studies. 

Cost-Ell'cctivcncss irnd Rcduccd Cost Per Acccptor 

At the outset, A.I.D. did not sccm to have bccn very concerned about subproject 
cost-cffcctivcncss (LC., costs per acccptor o r  costs per couple year of protection [CYP]). Thc 
shrinking hudgcts that had raised the banner of sustainability, howcvcr, also brought lo  the forefront 
issues of cost-cffcctivcncss. It is tluc that Enterprise had sccn reduced costs per acceptor as one 
of the ways that the cflicicncy and cffcctivcncss of PVOs might be incrcascd.ll O n  the wholc, 
however, this has not been a major concern of the project. O n  the other hand, A.I.D. continues 
to vicw this as a critical issue, indecd more important than sustainability. 

At this point, these two areas of conccin -- sustainability and cost-effcctivcness -- 
appear to  have achicvcd in cithcr k 1 . D . ' ~  o r  Enterprise's view an almost co-equal status with 
increasing contraccptive prevalence as objectives that Enterprise is expected to  achieve. Enterprise's 
performance in this evaluation is being judged from all three perspectives. At  the same time, it is 
becoming increasingly apparent that increasing contraccptive prevalence will not serve as an 
objectively verifiable indicator to  indicate whether the project purpose has been achieved. Under 
the  bcst of circumstances, it is unlikely that sigailicant macases in contraceptive prevalence could 
be achieved in h e  yam, given the relatively pioneering nature of this project for ALD. 

2.3.3 Contradictions among Objectives 

The contradictions and conflicts among objectives may be making it difficult for 
Enterprise to  develop measurable %a;hievements in any single area. For example, 

a Increasine-cxlntraceptive prevalence and pettinp new a c c e p t o ~  may be  
impossible to  d o  cost-effectively, when what is involved is se t t ingup a complete family planning 
service delivery unit in a smal! company with a small number of potential users. 

Address by former A.I.D. Administrator, Peter McPherson, at the Cooperating Agencies Meeting, 
January 1987. 

1°JSi's third Semi-Annual Report. 

llEnterprise second Semi-Annual Report, October 1986. 



I Sustirincrhilil?, il' given ttx) high a priority, could rule out involvcrncnt with 
sul)projccls t11i11 hirvc grcirt 1n)tcntl;1l for incrci~sing u~nlri~rxplivc prcvalcncc hut that coultl ncvcr 
f'unctior~ without some sort of' cxlcrni~l support. On the other hirntl, if subprojccts arc to continue 
lo opcri~tc  ovcr thc Io11g term, tllc issues 01' numbers of' ncwplors (cvcn il' iow), ;rnd costs (cvcn 
if' high) may tliminish in irnlnort;rnw. 

rn ( h t - c l ' f c x t i v c n ~  was clc;rrly not in kccping with the tonc thilt had bccn set 
cilrly on in the projcct, when irll cf'f'orts wcrc [wing dirwtcd to irnplcmenting irs many subprojccts 
iIs possihlc in iIS mimy plirccs iIs poss;blc in as short a pxid ;IS possible. 

Accom~lishine (lclivcr;~blcs as a first priority, and quickly, tcntlcd t o  give ;I 
low ~~rior i ty  to hcing c%-cl'icktivc. - 

2.3.4 Lmrn kssons a b u t  What Works 

Although the OSlicc of Populirtion rccognizcd it was moving into an area with which 
it  was rclativcly unfirmilinr, it did not dcsign the projcct to cncouragc learning about what works 
I m t .  Intlccd, in the initial dcsign, thcrc was no stirtcmcnt that subprojccts should be designed to 
Icarn how specific approaches work. Taking its cue from A.I.D., Enterprise has not proceeded in 
;I rncthotlical way that involves testing dif'l'crcnt approachcs and evaluating cach for their 
cf'Scctivcncss with rcspect to thc various goals that thc projcct has been pursuing.12 

In rctrospcct, this omission appears to havc been a serious deficit in thc projcct 
dcsign. Pcrhaps the real objcctivc should havc bccn 10 llcarn which pr iva t~  sector approaches can 
bc most succcssful and under what circumstance, rind only then, to begin investing rcsourccs in 
thosc approaches most likely to givc significant, cost-cffcctivc rcsults. 

Conclusions 

Neither A.I.D. in designing thc projcct nor JSI in implcmcnting it havc dcvclopcd 
a clear specification of the ovcrall projcct objcctivc or  a strategy for achieving it. Thc priority 
among objcctives should havc becn rcsolvcd by program managerncnt and A.I.D. in projcct ycar 
onc. Instead, ovcr the last three-and-onc-half ycars, the prograin has acceptcd new objcctives from 
A.I.D. until today it is being askcd to accomplish too many things, some of which cannot logically 
co-cxist with cach other. 

In their haste to establish a track record of deliverablcs, ncither ALD. nor 
Enterprise staff has exploited the potential offered through the project to learn what approaches 
work best in the private sector for cxpanding family planning use and under what circumstances. 
If a systematic approach had been designed and followed in answering this question, greater insight 
could have been gained into the use of the private sector in providing family planning services. 

- - 

12Generally speaking, ALD. in recent years has given laudable emphasis to identifying "lessons learned," 
although usually only retrospective lesson learning, which often captures only a few random lessons. With 
general A.I.D. priority being placed on service and action projects rather than on research, project designers 
do not typically think about prospectively designing projects, including service delivery projects, in such a 
way as to ensure that they will provide information for better project design in the future. 



A.I.D. bcgan working w.Xh ihc privi~tc comrncrci;:l scctur during the c d y  1970s when 
it  initii~tcd the Om tri~~;.olivc Retid S;IIM (CKS) r d  CZ~ntrilccplivc Sc~ i id  Marketing (CSM) 
pro~ri~rns.  A.I.D. hi~s also, as pi~rt of varivi~s projccls, sought family p l a m i n ~  acccplors v ~ a  for- 
1~0111 firms, for p c ,  by providing support for  cmph)y~i~ent-h~scd fiim~ly plannirig scrvicc 
dciivc~y, irrcluding comnunity. h;r:;cd d~sSributic.,il (CBU) and IEC (inforridon, education and 
comrnulric;ition) :tclivitics. 'l'l~e largwr d' thcsc cl'forb is the centrally fundcd Social Markctirlg for 
Chiingc (SOMAKC) project, which supports CSM progriims wcirldwidc. Other smaller efforts hi~vc 
talccn $act on an in-count~y b;lsis. 

Enterprise lRe?atio~rship to QtirM S&.T/FdP Projects 

Currently, in additiw fo  Entcrprisc, A.I.D. has two projects whose objectives arc to 
stimuiatc private scctor family planning activities: SOMAKC a d  the Technical Inlimnation on 
I'oplirtion for thc Private Sector (TIPPS) projcct. A third project, the Family Planning 
Managcmcnt Trainink (FPMT) pro~cct, h i~s  L! ~ r i v a t c  scctor component dcsigncd to improvc thc 
managcmcnt of non prnfit family planning organizations and PVOs. Thcrc is considerable ovcrlap 
among these projccls with ~cspcct  to both activitics and goals, although, intentionally, thc overlap 
is grcatcst t;=twccn Entvrprisc and TIPPS. 

TIPPS. TIPPS arrd Entcrprise wcrc cvpccted to  bc complemcntary and to coliaboratc 
together to achicvc csscntially the same goal: to involve prolit-making cornpanics in providing 
Family planning scrviccs. The  idea was that TIPPS would devclop demand for family planning 
programs and that Enterprise would follow up by helping supply the support nccdcd to dcvclop thc 
program. Thus, an essential difference bctween thc two programs is thzt the Entcrprise projcct has 
funds for sccd moncy (sub~idics)'~ to be used to set up service delivery activities, while TIPPS docs 
not. This has made Entcrprise more flexible, but also more cxpcnsive. 

Thc  TIPPS' approach is to appeal to cornmcrcial cntcrpriscs and employrncnt-bascd 
benet3 programs to undertake family planning activities on the basis solely of the financial and 
health bencfits that are expected to accrue from family planning use by employees. In contrast, 
Enterprise is supposed to  ensure that commercial enterprises are to provide the contraceptives 
and therefore, it can offer subsidies (technical and financial assistance) in cases in which the direct 
financial rcturns to  the firms were not sufficient to entice their participation. 

The  envisaged collaboration that was expected to flow from these complemcntary 
designs has nut materialized. Instead, Enterprise has developed its own version of the TIPPS 
demand-generation cost-benefit approach. Limited collaboration between the two programs is 
reported within the three countries w h e ~ e  both projects operate (Mexico, Nigeria and Zimbabwe), 
and there may be a few joint activities elsewhere, but overall the cooperation is far less than had 
been envisaged by ALD. 

SOMARC. From the start, A.I.D. seems to  have been niore apprehensive of the 
potential ovcrlap bctween Enterprise and SOMARC and has warned Enterprise not to develop 
programs that deal solely with provision of marketing assistance to marketers of contraceptives, 
since this is the role that has been carved out for SOMARC and other CSM programs. On  the 

13"Seed money" is the term used by k1.D. for funds provided to subprojects to support activities, 
whereas the. term used by economists to describe this financial support is "subsidy." 



o t lw  hirntl, In somc instilnccs, Gntcrprisc: and SOMARC havc hccn able to colld~or;ilc. In 
Zinhi~lwc:, liw cxamplc, thc two I w c  worked together to provide commodities Ihr their sul~projccls. 

FI'M'l'. 'I'hc FPMT o v d q )  with the Entc~prisc rclatcs to Enterprise's othcr rr~ain 
componcnl -- strcngthcning P V O  man;~gcmel\t .#- and again, thc rolcs of 110th programs arc Ii~rgcly 
similar. Both ;rrc cxpcctcd to assist PVOs mallagc tllcir openitions more cflicicntly and co!:t- 
cl'l'cctivcly. A.I.D. sccms iriitially n o t  to have Ixxn ummrncd about this redundancy, ;rlthough now 
it hi)s raiscd t l~c  cycstiora whcthcr rhcrc is :I nccd for two projects that arc doing the same thing. 

Y The projcct design was vcry ambitious in term of the objectives set forth. Ncitl~cr 
A.I.D. in the Projcct Piapcr, nor SXI in ~mplcmcntation, dcvclopcd a clear specification of thc 
ovcrall project objcctivc and thc stratcgy for achieving it. Objwtivcs were addcd in the course of 
implcmcnlation and no effort was made to sorb out contradictions among them or to sct forth 
priorities. The result has bccn problems in projcct implcm~ntati~m. In addition, somc objcctivcs that 
wou!d havc bccn appropriatc -- in particular ;~ttcmpting to learn lessons from projcct cxpcricnccs 
-- sccm to havc largely I w n  ovcrlookcd. 

rn A.I.D. has othcr projccts working in the private sector, and thc ovcrlap has bccn 
particularly qucstionablc with rcspect to the 3VO cornponcnt. 

Thc O b j ~ ~ t ~ c s  of the Entcrph  projcct, and the pn'oritics among thcm, 
shodd be madc cxplicir and c l ~ w  by ALD. (in consultation with JSI). A1.D. 
and Enterprisc should agrcc on the best stratcgy for achieving the priority 
objcctivcs and amend thc contract as ncccssary (see Recommenda t ion 1 1 [8]). 

ALD. should consider establishing, if fwiblc, a "Private !kctor Family 
Planning Tcchnid Advisory Group" (or p u p  with some similar namc), 
consisting of experts from outside ALD. who can advise S&T/POP on privatc 
scctor programming issucs ?'he intent would be to provide guidance not just 
for Entcrprise, but also TIPPS, SOMAFC, and othcr projects and 
programming related to the  private sector. 

Laming which private scctor family planning npproachcs will be successful 
and under what circumstances should be a major objective during thc 
rcmaindcr of the projcct. 

Enterprisc should follow up and expand on currcnt hitiativcs to collabratc 
with TPPS and other centrally funded projects. SBiF/POP should dcvise 
strategies and incentives to encourage grcatcr collatwration among i b  
contr;u;tors 



3. Overall Performance and Strategy 

3.1 Meeting of Contract Qeliverables 

JSI is on, or ahead of, schcdulc in mccting most of thc quantified target dclivcriiblcs 
~pccilicd in the k1.D.-JSI contract. Entcrprisc staff havc worked hard to achicvc this body of 
activities, many o f  the individual staff havc performed wcll in doing so, and many of the resulting 
[JIQ~uc~S arc g o d  ones from which both the project and A.I.D. can lcarn a grcat deal. 

The  contract dclivcrablcs and progress to date in achieving them aie listed bclow 
in Table 2. 

Table 2 

Lcvcl of Effort 

Subcon tracts 

Tcchnial Assistance 

Workshops 

Training Modules 

Regional Advisors 

CONTRACT 

1545 person months 

80 

160 pcrson months 

10 

ACTUAL (as of 1/89) 

940 person months 

62 (41 employee-bascd, 9 
PVO sustainability and 
12 new business ventures 
[see Appmdir E, Table E l ] )  

130 person months 

7 (5 total - two workshops 
had over 35 participants 
which counts as two 
worksnops.) 

2 (two offices with a 
regional advisor and a 
program associate) 

3.2 Implementation Strategy: Countrv Selection and Promadng  

3.2.1 Country Selection 

Given the lack of clarity in the Project Paper with respect to  the number of 
countries that were to have Enterprise subprojects (30 or  48 see Section 1.2.3), Enterprise project 
management acceded to k1.D.'~ encouragement to work in as many countries as possible. As a 
result, Enterprise activities have taken place in 41 countries, with subprojects having been initiated 



in 27 irnd technical assistancc or  asscssmcr~ts having bccn providcd in an additional 14. Althougli 
Entcrprisc management is currently making a greater cffort to return to selected priority countrics 
(c.g., 'Th;ril;rnd and IIonduras), they considcr it a matter of pridc that thc program is operating in 
41 countrics. 

Jssuc. From thc pcrspcctivc of ultimatc impact, the strategy of cstablishing - 
subprojects whcrcvcr possiblc is highly questionable. In many countrics, there is only onc subproject 
and cvcn in thosc countrics v~herc  thctc arc three or  four ( q . ,  Philippincs and Zimbabwe), thc 
Entcrprisc projcct sphcrc of activities is very limited relative to the large population and thc widc 
array of cxisting private scctor activities. In gcncral, Enterprise project rcsourccs arc :iprcad thin, 
putting a great burdcn on projcct management and limiting opportunities both to  initiate morc 
cxpcrirncntal approaches and to devclop a critical mass in-country that would adopt thc Enterprise 
approach and cncouragc its implemcntation o n  a wider scale. 

In-Country Programming Strategy 

Bcforc cstablishing a subprojcct, the Enterprise projcct typically carries out in- 
country nccds assessments. These, however, have csnsistcd mainly of identifying receptive companics 
rather than in-depth exploration of the cxisting infrastructure of family planning service providers 
and of thc ovcrall private sector. Granted, such full-fledged survcys were nor; called for in thc 
projcct dcsign. Moreover, these investigations can bc time-consuming and may require typcs of 
cxpcrtise that were not available on  the Enterprise staff. A necds awxwnent approach involves 
asscssing the total necds of the country and how the sectors (public, private for-profit, and PVO) 
can cooperate and coordinate to fulfill family planning objectives. Because it did not make thc 
effort to carry out such studies, Enterprise has only a limited knowledge of the family planning and 
privatc scctor infras tructurcs in countries in which it now works. 

With respect to other providers of family planning services, Er~terprise cannot, within 
any country, give a clear overview of the sections of the population that might be covered--for 
family planning purposes -- by the government, PVOs, private employers, and commercial health- 
care providers. It may never be possible to d o  this with full accuracy. Nevertheless, a strategy 
aimed at achieving greater impact within individual countries would include this as a central element 
in developing a country strategy. 

With respect to commercial enterprises operating in a given country, tne project has 
no clear and detailed segmentation of the private sector. It tends to  view PVOs, private employers, 
and commercial health-care providers all in one  category of "Private Sector." This is too crude a 
distinction. Within the business world, it has not adopted commonly used "standard industrial 
classifications" (SIC) -- agriculture, construction, transportation, manufacturing, wholesale, retail, 
financial services, etc." Moreover, with regard to  private employers who might include family 
planning in their employee benefit plans, JSI seems to  have produced no  clear analysis of the 
different types of firms by (number of employees) o r  twes  of emplovees (i.e., malelfemale, 
white-/blue-collar), although the Project Paper had made such distinctions among private health care 
providers and marketers. 

Because Enterprise has overlooked the initial opportunity to  explore the family 
planning and business terrain in the countries in which it works, today the project does not really 
have individual country strategies. What are presented as country strategies are in reality just 
descriptions of the subprojects that have been initiated, not plans for achieving country-specific 
objectives. 

I' 

13kLD. itself makes similar distinctions--e.g., agriculture, forestry, etc. 



3.2.3 Summary of Overall I'rojcct Pcrformancc 

The Entcrprisc projcct can be credited with a numbcr of achicvcmcnts. In many 
counlrics, Entcrprisc staff havc cstablishcd good working relationships, good name recognition l i ~ r  
Entcrprisc, and a positive attitudc toward "thc Entcrprisc conccpt." Workshops staged by Entcrprisc 
havc hclpcd spread the conccpt and sornc busincsscs havc cxpandcd provision of scrviccs using 
their own funds. In Zimbabwc, an umbrclla organization has becn cstablishcd that may scrvc to 
institutionalize thc Entcrprisc conccpt at thc national Icvcl. Entcrprise has many good subprojccts; 
42 arc scrvicc dclivcry prcrjccts in which many pcrsonncl sccm quitc dcdicatcd and scrviccs appcar 
of high quality. Some subprojccts arc quitc innovative, with good potcntial for sclf-sustainability. 
Links bcing forged bctwecn PVOs and commercial cntcrprises are particularly promising in this 
rcgard. Likcwisc, PVO sustainability subprojccts arc stimulating intercst in managcmcnt skills and 
incornc gcncration. Numcrous USAID missions praise Entcrprisc for useful technical assistance 
provided. 

Because these subprojects arc mostly vcry young, geographically and conceptually 
scattcrcd, and many quite cxpcrimcntal, in aggrcgatc, thc projcct cannot yet bc givcn crcdit for an 
imprcssivc track rccord in increasing prcvalcncc, providing scrviccs cost-cffcctivcly, o r  achieving 
sustainability. What i t  has becn able to achicvc, and what it has not, is dcscribcd bclow: 

a Incrcasinp Prcvalcncc. Overall a total of only 250,000 ncw acceptors (ncw, continuing 
and transfer) arc projected by thc projcct's end from thc 42 Entcrprisc scrvicc dclivcry subprojccts 
(scc Tablc 3). This is a small numbcr in thc contcxt of 62 subprojccts and a $27 million budgct. 
Mitigating factors are that the univcrse of potcntial new acccptors may not always bc largc (c.g., 
sornc businesses may be quite small); that five years (or less) is a short time to reach all potcntial 
family planning uscrs in an:y universe; and that the A1.D.-prepared contract does not includc 
increases in prcvalcnce as an "objectively verifiable indicator" of projcct success (see Section 1.2.2). 

a Cost-effectiveness. Cost-effectivencss was not a priority in project design or early 
implcmcntation and family planning service delivery subprojccts were sct up with the full knowlcdgc 
that the cost per acceptor and cost per CYP would be quite high. Costs projected on  thc 
assumption that targets will be reached average $19.50 for 32 employment-based family planning 
service delivery subprojects and $11 for eight YVO and new business venture subprojects combincd. 
Subproject development and monitoring costs are also high, due to  the project's centralized 
management structure (see Chapter 7). 

It appears that with respect to cost-effectiveness of PVO operations, the Enterprise 
projcct has been effective in assisting subprojects to  streamline operations, but that it is treading 
in more questionable terrain when it has tried to  assist PVOs to generate new funds. In general, 
financial problems of PVOs a.ppear beyond the resources of Enterprise. 

a S u s t a i n a b a .  ]Enterprise should be crcdited with having made a concerted effort to 
cnsurc that activities it has helped start do  not lapse when its funding and involvement terminate. 
Naturally, it is impossible to predict what will happcn in the future. Enterprise's concern in this 
area, however, deserves recognition. 

Its most impressive efforts to achieve sustainabililty have been in the realm of 
fostering arrangements through which PVOs and businesses develop partnerships, with PVOs 
marketing their expertise in service delivery to commercial enterprises that want to provide services. 
Using this approach. Enterprise has developed more than 20 potentially self-sustaining arrangements 
that should eventually need no external support. 



Cost 'I'ransfcrs. An importmt objective for the Enterprise p rogrm was to scc how 
I;lr i t  was possiblc to transfer the cost of L'irmily planning scrvicc provision from the public to thc 
private scctor. The projcct has shown the potential for such transfer, but insut'licicnt information 
is available to assess its impact in this rcspcct. 

0 Diffusion o f  En tc r~r i sc  Concc~t .  Thcrc also appears to bc some indication that 
priviltc scctor i z ) lvcmcnt  in l'amily planning -is incrcasing due to the cxamplc of the Entcrprisc 
program. For cxamplc, in Zimbabwe four additional companics havc cxprcsscd an interest in 
initiating or cxpanding thcir family planning scrviccs in rcsponse to the examples sct by the 
subprojccts dcvclopcd by Entcrprisc in that country. Furthcrmorc, scveral of thc larger companics 
rhat havc rcccivcd Enterprise support have iricrcascd family planning scrviccs within thcir own 
corporate infrastructurc. In Mcxico, the Gamcsa corporation, after seeing thc positivc results of 
thrcc onc-year Entcrprisc subprojects, has dczidcd to, expand its family planning scrvicc dclivcry 
modcl from thrce to 14 of its campanics at its own cxpcnse. Sincc the termination of Entcrprisc 
assistancc, Gamcsa has also dccidcd to continuc the family planning pro ram in each of the original 
projcct factories and to pay the local PVO, Prosupcracion, bctwcen 9 500-1,000 per projcct pcr 
month for its assistancc in implementing thcsc programs. This gcncratcs considcrablc additional 
incornc for Prosupcracion. 

In anothcr instance, at Lonrho in Zimbabwe, in addition to thc mining division in 
which the Entcrprisc subprojcct was alrcady under way, the corporation initiated a ncw policy to 
providc family planning scrvices to employees in all othcr company divisions -- textile, automobile, 
and agriculturc. Again, in Nepal, the Secretary of the Fcdcration of Chambcrs of Commcrcc is 
organizing a rnccting of the Federation's membcrs to promote the cmployec-based family planning 
scrviccs modcl implemcntcd by Entcrprise with the Ncpal Janakpur Cigarette Flowcr Growcrs 
Associa tion. 

Elsewhere, Enterprise-sponsored workshops have spawned independent Entcrprisc- 
type family planning efforts with no infusion of project funds. TIPPS and Entcrprise hcld a joint 
luncheon workshop to present the health and finance benefits of a family planning program to 32 
local CEOs. Seventeen of them immediately rcgistered their firms' medical personnel for thc 
subscqucnt "how-to" seminar. 

Institutionalization. In some countries, the Enterprise approach is beginning to be 
institutionalized at the national level. Particularly in those countries in which it has had several 
subprojects, Enterprise has made a considerable effort to foster a climate of opinion that accepts 
and supports the Enterprise approach. Although this was not an explicit objective of the program, 
it has proved to be an important implicit one. In both the Philippines and Zimbabwe, a 
considerable amount of "diplomacyn and behind-the-scenes work with government agencies and 
othcr bodies has been necessary t o  prepare the ground for launching and sustaining Enterprise 
projects. Without this wider support, it would have been more difficult to establish and sustain 
projects. Private firms in particular would not readily pursue a family planning policy that did not 
have governmental support and organizational backup from governmental and PVO agencies. 
Working in a very pragmatic way, however, Enterprise staff have done a good job of creating a 
consensus within a country to support their project initiatives. 

The sustainability of these individual efforts, and the partnerships that have been 
formed, will depend ultimately on the continued willingness of the government o r  other groups to  
keep the new approaches alive once Enterprise funding ends. That willingness is being 
demonstrated in some places. In Zimbabwe, for example, such a start may have been made. Here, 
the experience of working with Enterprise (and other private-sector initiatives such as TIPPS) has 
led the Zimbabwe National Family Planning Council (ZNFPC) to create a coordinating committee 
for its private sector activities. If in time this were to become a permanent unit that develops, 



funds, i d  sustirins rivittc scctor work in hirrmony with public scctor irctivitics, ir rcirl institutionirl 
breakthrough woul f have taken plilcc. 

In short, cabled rcsponscs to this evaluation questionnaire suggest thirt irround the 
world, the Enter rise approach is being welcomed. It is sccn as timely and irppropriutc following 
work pionccrcd ! y others such as the ILO and some developing country govcrnmcnts and there 
seems to be genuine interest in many developing countrics and USAID missions in the success 01 
the Entcrprisc approach. 

Ths gcncrdlly enthusiastic response to  thc Entcrprisc approach, through ncw for- 
profit PYO partnerships, through imitation by cxamplc, and through the polcntial for shifting the 
rolc now pli~ycd by Entcrprisc to an in-country entity, all providc the basis for optimism with 
rcspcct to thc contribution that could bc made by a well-designed A.I.D. projcct in the private 
scctor. Granted, thc implcmcntation of the Entcrprise projcct to date has bccn Fir from troublc- 
I'rcc. For the problems that a pear to dominate thc following chapters on subprojcct 
implcmcntation and management, t l'l c rcsponsibility must bc shared equally bctwcen A.I.D. and JSI. 
Furthcr~norc, the subprojccts dcvclopcd to datc rcprcscnt a wealth of raw data that should providc 
the nccdcd basis for a hrr bcttcr structured projcct in the future. 

Mi~ior Conclusions 

JSI is on or ahcad of schcdulc in mccting most of thc quantified contract 
dclivcrablcs. 
Particularly in thc area of increasing prcvalcncc, the ovcrall impact of thcse 
dclivcrablcs is not likcly to  bc significant. Thc rcason lies partly in Entcrprisc's 
having sprcad its rcsourccs very thin; the program has subprojccts in 27 countrics 
and has providcd ad hoc technical assistance in 14 more. 

Thc Enterprise project docs not really have individual country strategies based on 
a clear and dctadcd segmentation of the privatc scctor. What the projcct prcscnts 
as strategies are in rcality just dcscriptions of the subprojects that have becn initiated 
rathcr than stratcgy for achicving country-specific objectives. 

A few subprojects show promise of being sustainable. 

Private scctor interest and involvement in family planning has increased due to the 
Entcrprise Program. In some countries, governmental interest in promoting family 
plannmg through the private sector has also been stimulated by Enterprise. 

The Entcrprise contract should be amended to reduce the target number of 
subprojects. Enterprise should consolidate its activities in fwer countries, rathcr 
than cxpand to ncw ones. I t  should not initiate subprojects in any country in which 
it docs not already havc a subproject undcr way. 

To sustain the Entcrprise approach, a clear objective should be t o  help create within 
a country the political climate and administrative systems that support and sustain 
private sector involvement in family planning. 

To institutionalize the Enterprise approach at the national level, Enterprise should 
analyze and document its experience with the various national policy issues it has 
encountered implementing its work. This material should be used as a basis for 
developing policy objectives to be includcd in the design of a follow-on projcct. 



4. Employment-Bascd Subprojects 

About two-thirds of the subprojccls undcrtakcn to date lirll in the c;rtcgory o f  
cmploymcnt-Ixrscd activitics. Thc  project hiid called for initiatives of two kinds in this category 
(intcgrittcd scrviccs into hcitlth carc markets and cmplo cc bcnclit plans), but in implcmcnti~tion, 
the focus has bccn on cmploycc bcncfit plans (scc cction 6.3 for discussion of 1:calth citrc 
mitrkcts). 

I 
Of the 42 subprojects undcrtakcn, 34 are considered scrvicc dclivcry subprojccts. The 

others arc for rcscarch and analysis o r  IEC. In essence, thc cmploymcnt-based scrvicc dclivcry 
projects are very similar to all othcr family planning scrvicc dclivcry projects, be they o f  
governments or of PVOs. In all cascs, the common elcmcnt is the provision of scrviccs, including 
information and commodities, by trained personnel, clinical and othcr, to a designatcd population. 
The main diffcrcncc lics only in who provides thc scrvicc. 

The typical subproject in this category is a commercial company with an on-sitc clinic 
that provides family planning scrviccs in thc contcxt of othcr health scrviccs. In addition, scrviccs 
may be provided in a variety o f  ways outside thc worksite (mobile clinics, referral, or community- 
based distribution [CBD]). Enterprise's contribution has bccn to provide funding for knowledge, 
attitudcs and practices (KAP) studies, IEC activitics, training, equipment, management information 
systcm (MIS) devclopmcnt, salaries, technical assistance, and research. 

Most of the subprojects are with plantations, mines and manufacturing compmics, 
most of which have a sense of social responsibility and existing commitment to  workcr wclfitrc. 
Manufacturing is beginning to  rcccive the attcntion it deserves in countries like Thailand the 
Philippines and Mexico. There is, howcvcr, a strong tcndcncy to  limit initiatives to  firms that 
employ (in [he case of the Philippines) more than 600 employees. Retail has one service delivery 
project, but construction, transportation, tclecommunications, utilities (which are often p m s t a  tals) 
and other major arcas of rapidly growing employment are not represented. 

Accomplishments 

All companies that responded to questionnaires sent to  subproject management in 
conjunction with this evaluation (see Appendix C) indicated positive effects associated with 
Enterprise-supported family planning programs. Many pointed to benefits for the company itsclfi 
a reduction in the number o f  clinical visits (for pregnancies, sexually transmitted diseases [STDs] 
and occupational injuries), a reduction in absenteeism, an increase in productivity, and more 
acceptance of family planning by company officials. The  Guthrie Plantation subproject reported that 
the program "reduced labor disputes, improved employee morale, made the environment in the 
camps more pleasant, and provided a greater sense of community within the plantation as a whole." 
The  National Investment Fund declared that the introduction of  family planning s e ~ c e s  "increased 
work productivity, harmony and well being in each working family." 

Another reason that family planning programs were viewed favorably arose from 
their positive effect on employee attitudes. Respondees noted greater awareness, acceptance, and 
increased demand and use of contraceptives as a result of the program. The  Friquia Socicty 
subproject reported that following the launch, workers publicly authorized the company to  provide 
contraceptives to their wives and daughters even if they did not accompany them to the clinics. This 
signalled a significant change in attitude toward family planning. 



Somc rcsfx)ndcns put fanlily plilnninp programs in thc broader context o f  thc 
gcncral sociid g(~H1. Friquii~ saw them as a means of 'monitoring the scxial rcsponsibilitics of thc 
compitny ... i d  o f  improving thc imag: of thc wmpuny." Thc Guard Group project indicated that 
"family pluming programs ilct as ct~talysts to promote family planning in thcir villages." 

Most ol'thc companics indicated that thcy would be likely to continue thcir programs 
once funding had terminated. Thosc that wcrc not sure indicatcd that continuation would depend 
o n  employee motivation, iwail;ability of rcsourccs and ,results of wst-benefit studies. (In f x t ,  thc 
continuation and quality of &I the programs initiated, rcvivcd, o r  upgradcd by Entcrprisc will 
dcpcnd on thcsc same factors.) 

Issues with Respect to Portfolio 

4.3.1 Background 

When the Entcrprisc projcct began, it was entering a field that had already bccn 
explored for morc than two decades. In particular, ILO (with UNFPA funding) had dcvelopcd a 
substantial portfolio of companies that wcre already providing scrviccs to thcir cmployecs. Thc  ILO 
approach was morc low key than the Enterprise--focusing mainly on  population education -- and 
a number of ILOs' activities had lost thcir initial impetus. 

Given A.I.D.'s concern that subprojects be established quickly, Entcrprisc staSf 
tended to seize these and othcr existing targets of opportunity. Indecd, 12 out of 15 questionnaires 
indicated that companics were already providing some form of family planning services, although 
half of these pointed out that the services were limited and low-profile. Seven of the 12 reported 
that prior funding, technical support o r  contraceptives had come from a donor o r  local Family 
planning organization, e.g. ILOtUNFPA, government, FPAs, or  FPIA, and five stated that all costs 
were borne by the company. 

4.3.2 Enterprise Rationale and Consequences 

Enterprise project staff justify their approach on  the grounds that it was necessary 
to  establish credibility in individual countries before taking the next step -- moving into commercial 
market-based channels o r  developing innovative business ventures, which were considered more 
risky and difficult to implement. Since Enterprise has tended to go into new countries rather than 
rcturning to the same country, it has given itself fcw opportunities to explore those innovative 
business ventures. Thus, the majority of Enterprise activities are still in the more obvious employee- 
benefit programs. 

Another issue is that in some cases, Enterprise may not have been rigorous enough 
in determining whether companies actually needed the financial support provided through the 
subcontract. A.I.D. did not provide any guidelines as to  which kinds of private firms should be 
provided financial assistmce and which should not (other than the Office of Population's preference 
that contracts not he  drawn up with multinationals, presumably o n  the grounds that A1.D. should 
not be bearing costs that translate into financial savings for these large and generally prosperous 
organizations). Furthermore, neither A.I.D. nor Enterprise had the kind of experience that enabled 
them to analyze whether companies would be in a position to fund family planning services out of 
existing revenues. 



4.4 .- Cam= Motivation for Irrvolvcmcnt in Entcrprisc I'roicct 

'The Entcrprisc projcct motivates cornpanics to cntcr into suhconlrscts through two 
approiichcs: I) provision of funding, t o  covcr costs of service provision and 2) cost-bcncl'it andyscs, 
to dcmonstratc t o  companics the savings thcy can cxpcct if they provide thcsc scrviccs to 
cmployccs. It is diflicult to  disentangle thcsc clcmcnts in any a n a l p s  of why comp;mics bccomc 
partners of Entcrprisc, but it sccms in most cases that initial furding is the tlcciding lirctor. 

In the casc of the cornpanics that rcspndcd  to qucstionnaircs, this certainly was 
truc: Most illready had initiated family planning programs, and thcrcforc thcy had no need to bc 
pcrsuadcd of thcir valuc. Thcsc companics, howevcr, wclcumcd Entcrprisc funding as iln cl'l'cclivc 
way to upgradc and/or improve thcir cxisting family planning activitics. Only two indicated that 
cost-bcnclit analyses wcrc nccdcd to convince employers to begin programs (CIS and Bolivii~ 
subprojccts). 

4.4.2 Appropriate Role and Level of Subsidies 

Just as the projcct has no spccific guidclincs as to which countries should rcccivc 
subsidies, it also has no rulc of  thumb on thc level of  funding that should be provided other than 
an avcragc of $100,000 pcr subproject (sec Scction 7.4.3). Most of these grants have gone for ICAP 
studies, training and IEC work, but a fcw have covered short-term recurrent costs and some havc 
providcd funding for computer purchases. In tkc main, the funds scrvc to covcr high start-up costs 
for activitics that a company would find hard to justify, not knowing what the risks and long-tcrm 
outcomcs might be. In addition, they play a broader role, specifically: 

m They arc a tangible expression of a sharcd involverncnt in what can bc a politically 
sensitive issue. 

m They enable Enterprise as a partner to sct the context and standards for Ihc 
program. 

Because there are no guidelines, the level of  funding becomes a matter of  
professional judgment. Too much money denies the opportunity for the company to take 
"ownership" of the project and could potentially undelmine the longer term sustainability of the 
project by hiding its real costs from the company. Too little will mean the project may not be 
started. In some projects Enterprise seems to  have been somewhat generous in cash and computer 
support. In particular, there is some question whether the project should be funding computers for 
large companies such as Benguet, Guthrie, and Firestone, which would appear to have resources 
to purchase such hardware and which may not be utilizing them appropriately (e.g.,in the Benguct 
Gold Corporation, no  one had been trained to  use an k1.D.-funded computer). 

Cost-Benefit Analyses" 

The Need. The message that providing family planning services should result in cost 
savings is certainly key to  any company's decision to  enter into an Enterprise subcontract. It has 

14Essentially, Enterprise's financial analyses are firm profitability analyses. Actual cost benefit analysis 
(CBA), in contrast, is designed to consider all costs and bcnefits, including social, so that projecls can bc 
evaluated for which privatc benefits and private costs are significantly tempered by social benefits or costs. 



1101 irlwirys Ixcn ncccssirry, however, to cirrry out ir cost-cll'cctivcncss study ol' its ow11 opcri~lions 
to convincc cornpirny oflicials 4' this. It miry bc cnough just to cite cxamplcs of othcr compirnics 
in which thc ;rpl)ro;rcll hirs bccn successful. For example, scvcrirl of the rcspondcnts to the 
clucstionnirirc indici~tcd thirt they hid decided t o  enter a suhcontrwt simply on  thc basis ol' ;In 
Untt:rprisc-sponsorc(l workshop touting the vduc  o f  em loynrcnt-based scrviccs (see Chirptcr 6). 
I~alccd, miilly of the privirtc sector munagm appi r r  t o  &we hmn  imprcsscd by the discussion of 
the I'inirncial benefits of firmily planning, but swmcd very skeptical of the attempt to quirntify such 
I)cncfils exactly. A hypthctical example of the probable small costs of a firmil planning progrilm 
i~nd  the possible (feasible) large linancial knc1it.s to thc firm would robir ly scrvc the sirme r K 
cducationi~l purpose at ;r much smirllcr cost in time and ~ f fo r t .  The  Popu irtion Cmtc r  Foundirtion 
(PCF) in the I'hilippincs, for cxirmplc, has found i t  i rdquate  in introducing managers to the idea 
of industry-based firmily planning to give them a small, iiltractivcly designed pamphlet which 
sumn~arizcs savings rcalixd by a (real) Iwal garment manufacturer who provides family planning 
scrviccs to his cmployccs. 

Tcchnicirl Anirlvsis. Tcchnicirlly, Entcrprisc's efforts at cost-bcnclit analyses ciln bc 
Sirultctl for ;I number of mcthodological errors. Entcrprisc and TIPPS had been cxpcctcd t o  
ctrllaboratc in this cornplcx area, which was to be far morc central to TIPPS' activities than to 
Enterprise's. Enterprise has not takcn advantage of TIPPS' cxpcricncc and cxpcrtisc in this area. 
Perhaps, if it  hid, its analysis mcthodology would havc bccn tcchnically morc professional. 

Entcrprisc's cost bcncfit mcthodology is technically inc~r rcc t . '~  According to Price 
Watcrhousc in Zimbabwe, the estimate of costs is flawcd in thrcc ways: (1) thc use of avcragc costs 
rathcr than marginal costs is technically incorrcct and may lead to ovcrestimatcs of costs; (2) thcre 
is a mistake in thc total cost of pr~gnancics equation; and (3) total costs of the projcct to all who 
pay (A.I.D., othcr funders, and thc Firm) must hc included in the costs analyzed. Handling of fixcd 
as opposed to variable costs is also questionable. An attempt to compare thc Enterprise 
mcthodology to one used by Price Watcrhousc of Zimbabwe found Enterprise's methodology 
rcsultcd in an estimate of net benefits of over thrce times those estimatcd by thc Pricc Watcrhousc 
mcthod.16 

Other problcms serve to  makc incorrcct the actual equations prcsentcd in 
Enterprise's summary of the cost-benefit analysis. The total savings equation, the total cost of 
prcgnancics cquation, and the births averted equation are all incorrect for various rcasons. (A morc 
dctailed technical discussion of the Enterprise approach to cost-benefit analysis, togcther with 
rccommcndations on  more appropriate methodologies, is presented in Appendix C.) 

A final problem is that short-term evaluations (2 and 3 years) of long-term projects 
can lead to seriously misleading conclusions, as one of two things can happen: Either the benefits 
may last many years into the future, o r  efforts may lag aftcr the early period of exuberance and 
concerted effort. 

T h e  following analysis was undertaken by Price Waterhouse of Zimbabwe, a firm being used by the 
Enterprise project as a consultant. The Price Waterhouse approach has the same serious shortcomings as 
docs Enterprise with rcgard to sorting out new acceptors from true first time users. Price Waterhouse staff 
are aware of this problem. This issue aside, however, when Price Waterhouse tried to use the Enterprise 
mcthodology, it found it could not do so: the method was not mathematically calculable. 

'This calculation invol.ved necessary assumptions made by Price Waterhouse even to get the method 
to be mathematically calculable. 



In short, I.~ntcrprisc's use of the lcrrn "cost-bcrrcl'it" is niislcirtling irntl its "cost-lxml'il" 
i~nidysis clcsigri is Sirulty. 'I'hus, thcsc unirlyscs I~ i~vc  little virlue cxccpl ils public rclirlions lools. 
lin1crl)risc slirll' irppcirr lo  ilgrce thirl puhlic rclirlions is the prime v;rluc ol' thcsc i~ndyscs. 

4.5 Assessment of  Subproiccts Accordinr~ to thc 'l'hrcc I3)jcct Obicctivcs 

'I'hc following irnalysis will Itx~k irt thc cffcctivcncss and impact of cmployrncnt- 
b;rscd suhprojccts in terms of 1) cffcctivcnwi in increasing contrirccptivc prcvirlcncc; 2) cosl- 
el'l'cctivcncss; and 3) sustainability. 

4.5.1 Effectiveness irm lncrcasing Contraceptive Prcvalencc 

Proicctcd Accc~tor  'I'irrects. For each subprojcct, Entcrprisc, in collaboration wilh 
the in-country compmy, calculates pr6jcctcd acceptor targets for thc full period for which thc 
subprojcct is fundcd (usually two years). The project loti11 for the 42 service dclivcry subprojccls 
(34 ol' which arc cmploycc-based) is vcry low (scc Tablc 3). 

Entcrprisc Aaxplors and kpcnditurcs 
for Scrvicc Dclivcry Subprojecls 

Employment-bascu Other Service 
Subproiccts Dclivcrv Proiects 

1. Total number of service 34 8 
dclivcly subprojects 

2. Total projcctcd acceptors 1 25,300 128,634 
3. Avcragc projcctcd acceptors 3,700 16,100 

per subprojcct 
4. Range of number of acceptors (220 -29,000) (450 - 45,000) 

projcctcd in subprojects 

Total 

* Total number of acceptors does not inelrule the 277,500 projected beneficiaries of the H I 0  subprojects in Egpt, beca~lse 
tecilnically these acceptors do nor receive family pluming services from an Enterprire s~dyojec t .  

So~uce: Enterprise Cost-Effectiveness AnaIysk, January ,1989. 

Lack of Data on Contraceptive Acceptors, Users. At present, a total of only 67,900 
actual acceptors have been reported from Enterprise's 42 service delivery subprojects. Thirty-four 
employmen t-based subproiects have attracted only 9,000 users to date compared with 58,900 for the 
eight PVO and NBV service delivery subprojects. 

Altb.ough Enterprise is making an effort to collect data on acceptors, but for reasons 
common to many LDC service delivery projects, these data are often of questionablc value. At the 
field level, Enterprise has designed two record systcms for use in its subprojects: the Daily Clinic 
Log and Periodic Progress Report. On the basis of these reports, Enterprise stalf completc 
Enterprise's subproject Quarterly Service Statistics form. Submission of the field reports, however, 
is often problematic in terms of promptness, completeness, and accuracy of the material available 
because, typically, clinic and field staff who collcct the data have varying backgrou;l~d, expertise, and 



A sccontl constrirint i~ssw:iirtcd with collccting ircc:cptor st;rtistics is thirt s o ~ n c  
C ~ I I I ~ I ~ I I I ~ C S  do  r ~ o t  kccp this inl0rmatio11, wl~ilc others hirvc their own reporting systcn~s which tltr 
not r~cccss~~rily cot11i)rrn with the IZntcrprisc dirti~ rcquircmcnts. Sornc (pcrhilps mirny) I'irr~ls lrsc 
Sorn~s t levclopd Ily (lie nrrtion;rl govcrnmcnt progrrrm, irnd often thcsc do not require ill1 the t l i ~ t i ~  

tI1i11 1'11tcrpr1st: f i~rms rcclucst. linter )rise is to be co~nnicndctl l'or hirvin~ rnirtlc: the dccision thrl 
i t  i!t Iwttcr l i ~ r  such lirnis t o  stiry wit 1 I the nirtioni~lly i~cccptctl reporting hrni .  

It is of considcrirblc concern, however, in iwscssing thcsc dirta th i~ t  in most cilscs, no 
tlistincticm is mirtlc bclwccn new ircccptors, trtrnsfcr ircccp;ors! o r  continuing users. As ir result, i t  
is dil'l'icult t o  tlctcrminc what impircl. thc Entcrprirx project has h id  cithcr in incrcirsing 
contrirccplivc use o r  in tr;lnsferrinp the !~urdcn of scrviu: provision from the public t o  the privirtc 
sector. l'his hccon~cs more ol' ii problcm in thosc firms that wcrc alrcady providing Si~mily planning 
:ic~viccs prior t o  Entcrprisc, which irppcirrs to he the n (~rm. '~  'I'hcrc is virtuirlly no inli~rmirtion 
i~~i~i l id>Ic  rcgirrdinl: drop-out r;rtcs ( i ~ r  the s ;mc rcijsons. 

Evcn in thosc cascs in which ncw acccptor irnd trirnsfcr acccptor &la arc availirhlc, 
the tlcf'initions used hy the diH'crcnt organizations itre not fully consistcnt. Evcn though Entcrprisc 
hirs tlcfincd thcsc terms, they havc bccn given difircnt intcrprctations in the ficld (;IS is prolxhly 
incvitirhlc). cxiimpk, in some subprojccts " ~ C W  acccptor" rcfcrs to  a ncw uscr of a ~Ompilny's 
I'i~cility, not ncccssarily a ncw t'amily planning uscr. In anothcr subprojcct, ;I transrcr acccptor might 
bc a person transferring from an earlier company program instead of from othcr public o r  private 
programs. In still othcr c a m ,  " w w  acccptor" means a prcvi.nus trscr who has changcd to a ncw 
mc t hod. 

Several othcr definitional problems add to the ciift?culty of ascertaining a corrcct 
nurrlbcr for acceptors: 

No distinction is mudc bctwccn subprojcct start-up and scrvicc dclivcry start-up 
dates; therefore there is no way of  knowing how long scrvicc;: havc been provided; 

w The numbcer of acccptors is cumulative and not broken down by ycar; 

la Data collection dates show wide variation; and 

rn Subprojects providing only a portion of the services needed to  run a family planning 
operation are given the same credit for acceptors as are those that provide thc full 
range of srmices (see Section 3.5.2 for fuller discussion of msts). 

A final problem is that most of the subprojects are  s o  new that there are not enough 
data availablc. Of  the 42 service delivcry subprojects, 21 are less than a year old; many havc been 
collccting acceptor data for only a few months. Thus the data that are available are not reliable o r  
adequate for judging irnp,act. In most cases, a t  least one  if not two years of  sewice provision will 
be required before subprc~jects can report any regular, reliable patterns. Some subprojects (e.g., the 
Topform company in the Philippines) experience an initial surge of enthusiasm and new acceptors 
promptly after the first substantial Enterprise inputs. In contrast, other subprojects have begun but 
not yet "taken off" (e.g., :BAT in Zimbabwe). 

'Tor example, in most of the subprojects in both the Philippines and Zimbabwe, most of the so-callcd 
"new acccptors" were simply new lo the facility keeping records. 



111 :ilrort, I)ccirusc ol' the tllll'iculty i l l  t l i r t ; ~  collection, pirrticulirrly in rlcw s~rl~l~ro,jccls, 
i t  I I I ; I ~  I I ~ I V C ,  I ~ ) C C I I  o p ~ i ~ ~ l i s t i c  to cxj)ect tIii11 Ihtcrprisc would yield tiirtir thirt would dclno~lslri~tc tllirt 

c:o~~lr;~ccl,rivc 1)rcv;rlctrcc wo~rltl ~ncrcilsc irs ir result o!' project irctivitic~s irt this Sliiac. 

. II -. 
scrvicc ~~rovision,  IIIC:, n~otivirlioo, idrirstruclurc d&clopmcnt, irnd sc) on -- i r e  the irpl)ropriirtc 
orics., :rntl whctlacr thcy arc hcing implcmct;tccl cl'l'cctivcly. In thlr: Entcrprisc project, tlic cniph;rsis 
tlocs not sccm to  I)c o n  docurncnting the quality ol' iririning, IEC, ctc., nor is there ilny systcniirtic 
cl'liirt lo record the ir~stirnccs in which tllc succcss o f  one f i d y  plilnning cl'l'ort rcsulls rn sell'- 
sl;~rtirig cfl i~rts  clscwhcrc (spin-ol'f cl'l'cct). In millure programs, scrvicc stirtistics cirn he Sirirly 
~ C I I C I I ~ ~ I ~ I C  intlic;~tors ol' potcntiirl impirct. 13cc;1~1sc: Enterprise suhprojccls ilrc gcncrirlly very young, 
I~owcvcr, inl'ormirtion on  prcvirlcncc is not yet iudicirtivc of' subprojcct cl'fcctivcncss. 'I'hcrclim 
ittlothcr wiry to predict cl'li:ctivcncss is lo k x ~ k  at the i ~ t c r i m  intlicirtors of quirlity o f  inputs irrld o f  
spin-ol'l' cfli:cls. Ikr cxir~r~plc, during ttic cvaluirtion, it  wirs possit)lc t o  cxilrninc two ilspccts ol' Lhc 
scrvicc tlclivcry subprt ~jccts: the irnplcmcntirtion ol' knowlcdgc, irttitudcs ilnd prircticcs (KAP) studies 
irnd act ui11 cluirlity of ,service dclivcry. 

KAP !itu(lics. With rcspcct to KAI' studics, Entcrprisc has built into the dcsign --- 
cilhcr prc- or post-KAI' su~vcys l i ~ r  a Iirrgc nuinbcr ol'subprojccts: 32 prc-project KAP surveys i d  

20  post-project KAI' survcys. Thcsc survcys arc to  be uscd (1)  to test fior changes over time and 
(2) as a tool for rcl'ining a subprojcct's design and implcmcntation.'" Most employment-based 
subprojects (1 1 out  oC 16 rcsponscs) appciir to use thcsc survcys primarily for the second purpose, 
Lo improve somc as~)cct of thc ,,roj(:ct. For cxi~mplc, Bcnguct indicated the lindings would be uscd 
to help dcvclop IEC rnalcrials and dcsign trailring programs. Hcadquartcrs, however, iippcar to view 
KAP surveys more as iin evaluation tool, and in somc cascs KAP survc:~~ havc heen completed too 
Iittc for usc in designing othcr subproject activities (see Appendix CI for dctails on eight KAP 
survcys Srom live countries thirt were rcvicwcd in dctail). 

At  prcscnt, it is too early to judge whcthcr change will, take placc in knowlcdgc, 
i ~ t t i t d ~ ~ ,  i~nd  practiccs of thcsc firms' cmployccs sincc most of the studics took placc only rcccntl;l 
(most wcrc conducted in 1988). Chicf exccutivc officers, pcrsonncl managers, labor union officials, 
itnd lrlcdical directors of private firms implementing Enterprise crnp1o;qment-based subprojccts in 
Zimbabwc and thc Philippines wcrc enthusiastic about thcse U P  studies for the understanding 
provided them about employees' family planning habits. These studics appear to  touch a rcal spark 
with some of thcsc private-sector decision makers, many of whom declare they havc an instinctive 
feeling that ot'fcring family planning is important but had not previl,~usly bcen cxposcd to thc 
complex factors that influence pcople to use o r  nat to usc contraception. 

Qualitv of Services. Participating firms' clinics visitcd in both thc Yhilippincs and 
Zimbabwe displayed high standards in general appearance. In most ficcilities, a range of mcthods 
were available and there was also provision for privacy -- both important in building continuing 
contraccptivc use. These facilities also provided various basic health and child survival services, in 
many cascs to  all dependents of the employee. With respect to  the lcvel of cleanliness and 
efficiency, standards were higher than in many public sector program:.;. 

-- -- - 

181n general, KAP surveys were conductcd in two ways: one, through a rclatively expensive contract with 
a professional research firm (e.g., Quest, Firestone), and second less expewively (and inevitably with less 
scientific results) --e.g., as in the case of Triangle, by the research unit of the ZNF'PC with some of the 
firm's own employees participating in interviewing. This has significant cost implications. 



'I'hc qi~i~li ty PI' Ihtcrprisc's medical rnonitorinfi irlso rrppcirrs high. As prrt ol' 
Ii~)lcrprisc's rol~lirlc itctivit: i, scrvicc dclivcry sulq)sojccts rrrt. irsscsscd l i ~ r  quirlity irssurilncc 
ct ) l l l i : o b ~ ( : ~ l r ~  1'r0111 l)roposd ioitiirlion through projcct irnplc~ncnti~lion. A Medicid Hcvicw Cfornnliltcc 
h i~s  IWJI cst;rhlishcd to ovcrscc thc prcxcss and Gntcrprisc has on  h(:i~dcp;~rtcrs !;ti~ll' ir nlcclici~l 
trronitor t o  ~)roviclc continued support for ihc vurious a~tivitics. T h e  only ~ s s u c  is with respect to 
;I Mctlicirl Moni!orinrl Milnu;!! thirt is bcing d c v c l o j ~ l  but t h d  -- in view of existing worldwide 
cxj~crlisc on mcclici~l monitoring -- should hirvc Ixcn  rsady c~)nsiderably cirrlicr. Furthermore, tl~c 
current bulky, hc;rvy, English 1irngu;rgc draft manuill is too comprchcnsivc i d  intimidirting li)r most 
I'icld pcrsonncl. 

Thi: issur: of cost-cfl'cctivcness is onc  on  which A.I.D. and Entcrprisc projcct 
mirnagcmcnt do  not cntircly agrcc. At the start of thc projcct, neither party was greatly conccrncd 
Ihi~t projcct rmplcnlcntation costs, bcc;~u:,c of thc large numbcrs of countries and ccntr;rlizcd 
miin;rgcmcnt (xcc Chapter 8), hirvc bccn high. With shrinking Office of Population budgcts, 
howcvcr, concerns about costs arc increasing, and the CTO is  now urging projcct managcmcnt to  
ilsscss costs r,sr itcccptor irnd per CYP and if possible, to  rcducc them. Entcrprisc is less concerned 
ahout the cosl pcr acceptor. Its position is thirt, in thc priv;~!c sector, what is irnport;rnt is that 
I~cn!:lits arc irbovc costs. lv 

Confusing the issuc further, there appears to be no standard, agreed-upon formula 
fix dctcrmining cithcr numbers of acceptors o r  costs -- LC., no agreemcnt as to  (a) which costs 
should be included In thc calcillations o r  (b) how thc caiculations should be done. This permits 
scvcral ways of intcrprcting and manipulating figures dzpcnding on what one wants to show. A.I.D. 
uses :)nc methodology and raised the issuc of Entcrprisc's approach ;n its 1988 Managcmcnt 
Asscssmcnt Rcvicw which shows the costs o f  many subprojects bcing fairly high. Entcrprisc has 
bccn cxpcrimcnting with various othcr formulas, including amortization of altcrnativc numbcrs of 
years (i.e., 5 and 10). Even with thcsc efforts, however, JSI cannot dclnonstrate that its projects will 
rcally be cost ct'fcctivc, and the issuc of how to  calculate costs remains unrcsolvcd. 

The  latcst set of JSI calculations with respect to  projcctcd costs for empl~ymcnt-  
bascd subprojccts, for example, suggest both high costs and an unsettlingly wide range. The figurcs 
rangc from $4 to  $158 per acceptor. The number of subprojects having cost per acceptor rates 
above $20 per acceptor is 24 out of the 34 ~ u b p r o j e c t s . ~  When the total Enterprise cxpcnditurc 
is dividcd into thc total number of projcctcd acccptors for employment-based projects, the ovcrall 
cost per acceptor rates is still a high $19.5 pcr acccptor. 

An obvious reason for the high cost is that many of these subprojects are being 
carried out  in companies with relatively small sizes of target populations (in this case, employees). 
When scrviccs arc provided by a company with a large number of employees, the cost per acceptor 
rates can be lower. Not all employment-based subprojects, however, take advantage of thcse 
potential economies of scale, instead sewing only a small mmber  of clients a t  large per acceptor 
cost. 

"'Scptcmber 1988 Management Review. 

-is compares with all the 42 subprojects and components listed as having acceptors, for which the 
projectcd total cost per target acceptor varies from $3.35 to $233. Recurrent cost per target acceptor 
similarly varies from $0.00 to $171. Recurrent cost per targeted acceptor exceeds $10 in 20 of the 43 
subprojects or components. The cost numbers for actual achievements vary even more widely. 



One rcilson Sor the grcirt rirngc miry he tllirt thcrc sccms no stirntlirrd wiry ol' tlccitlin~ 
wl~ich costs ol' I'ilmily plirnning provision rrrc rclcvirnt li)r cvirlnation (i.c., ;ill progrirm cosls, 
Ihtcrprisc cos!s, fhtcrprisc recurrent costs, o r  whirt). Often whirt is k i n g  cxirmincd is the i~tltlition 
ol' ir I'cw Ihtcrprisc rcsourccs t o  iin ongoing program, with thc irssumption mirdc thiit irll  ircccptors 
t o  tli;11 progrirrn irrc iI result of the i~ddcd Entcrprisc projcct rcsourccs. Whrrt dtws it  nlciln thi~t, 
in Morocco il l  Clrcril'ictl dcs 1Phospl1ittc, $3,000 is provided by Entcrprisc and 48,OW new ircccptors 
irrc prctlictctl'! Ilocs this mean that the total cost of providing contr;rccptivcs t o  48,(HK) new 
rrcccptors over two ycars is only $3,(K)01! I-Iow arc wc to  wmpirrc this cost pcr "ircccptor" t o  the 
cost of mother  progrirm that must start a subproject whcrc no ongoing progrim exists and thcrc 
iirc no rcudily aviiilirt~lc clinics, ckc.'! It rnakcs littlc sense t o  count the numbcr of irtldcd i~cccptors 
to irn ongoing, ant1 perhaps strong, clinical hcalth provision scrviw which rcccivcs small uddcd 
support Srorn Entcrprisc, and credit irll those acccptors to the Entcrprisc projcct. It m;ll<cs cvcn less 
scnsc to  compare the acccptors per dollar obtaincd from such an cxcrcisc:: t o  an acccptors per 
dolliir figutc for a diSScrcnt projcct in which Entcrprisc pays virtually all costs of procuring and 
providing Sirmily plitnning products. That the forrncr will have rcl;itivcly low cosis and the latter 
rclar ivcly high costs provides littlc cvi~lui~tivc guidir ncc. 

In short, the available cstimr~tcs of costs per iicccptor, per continuing user and per 
CYI' arc of almost zcro vrtluc Sor c v a l u i ~ t i ~ n  oS a single subproject or Soir comparative studies of 
scvcral. IS cffcctivcncss is to be evaluated, consistent and logical methods Ibr measuring costs must 
l)c agreed upon by A.I.D. and the contractor. 'I'hcn similar thought must go into deciding how to 
mcrrsurc subproject delivery results (i.c., new acccptors, acccptors using a better method, continuing 
acccptors, :ouplc ycars of protection, ctc.) and how then to cvaluatc them. 

4.5.3 Sustainability 

General Strategy. For all types of subprojccts (employee-based and othcrs), 
Entcrprisc strcsses long-tcrm sustainability as a critical factor when starting a projcct, giving 
cxprcssion to  that idea in projcct design and contracts. Spccilically, it attempts to include four 
clcmcnts of sustainability in thc development and implcmcntation of all subprojccis: (1) cconomic 
and l'inanciai; (2) projcct dcsign and implcmcntation; (3) institutional and managcrncnt; and (4) 
political, policy and socio-cultural. In addition, Enterprise follows a numbcr of general guidelines 
to enhance the likclihood of sustainability: 

PI Subprojects are dcsigncd so as to cnsurc that the recipient is willing and ablc to 
finance thc project upon termination 3f Enterprise funding. 

8 Goals and objcctives are dcfined and shared by all parties involved in the 
subproject's development. 

8 Entcrprise family planning service and othcr subprojccts are usually integratcd into 
the cxisting hcalth care systcm, and do  not rely on  donor support for their 
continuation. In the case of employee-based programs, this means that family 
planning is usually incorporated into the nnedical services already offered by a 
company. Utilizing the existing medical facilities and infrastructure reduces costs to  
the company for the initiation of family planning services, and increases ihc 
likelihood services will continue to  be offered once donor support is  withdrawn. 

rn Family planning is usually intcgrated into the delivery of curative services such as 
maternal and child health care. Given the bias in favor of curative care in LDCs, 
the provision of preventive care together with curative services facilitates 
sustainability. 



II ' I l c  inclusion of stirlT training and skills dcvclopmcnt in clinical family plilnning, 
rccord kccping, niirnagcmcnt, marketing and business planning, ctc., in the design 
of mirny Entcrprisc subprojccts contributes to the institution;rlization of the skills and 
knowledge nccdcd to  cnsurc the continuation of activitics iind bcncfits irftcr 
Entcrprisc funding has 

Stratcrpv Ibr Em~lovec-Bascd Subproiccts. In its cmploycc-bascd subprojects, the - 
Entcrprisc project's strategy of initiatiug projwk with the larger companics is enhancing thc 
likelihood that thcsc organizations will continue to  provide scrviccs after the projcct cnds. Thcsc 
companics have committed resources to work with Entcrprisc, and cmploycrs strcss thcir 
commitment to maintain provision of high quality scrviccs once initial projcct support has bccn 
concluded. 'The likelihood of the long-tcrrn financial sustainability of projects is high, but it is too 
carly to tell wilh absolutc wrtainty. 

Issues. Thcrc arc two major issues with rcspect to  sustainability: onc rclates to how -- 
to maintain company commitment in casc of unforcsccn changcs in available resources o r  pcnonncl 
and the sccond to bridgcs with othcr funding sources that may need to be developed to covcr of 
aclivitics or contraccptivcs a h  project funding cnds. - 

Hi will ncvcr be possible to guarantee unconditionally that companics will continue 
thcir commitment to providing family planning scrviccs. Evcn in those companies that are vcry - 
favorably disposcd to undertaking project activitics and secm financially in a strong position to 
continuc thcm, any numbcr of cventi~alities could serve to undo Enterprise's efforts oncc projcct 
funding cnds. In particular, a sharp economic down-turn within a company or changcs in key staff 
could lcad to  a cutback in services. Enterprise's plans for institutionalizing services do  not include 
ways to salvage family planning if such difficult circumstances were to  arise. - 

With rcspect to the need to build bridgcs, Enterprise's approach to sustainability may 
bc too narrow, looking primarily t o  the company in which services are being offered to provide the 
support that will be needed to continue subproject activities once funding ends. In some cases, - 
internal resources will not be enough, and some external funding will need to  be substituted for 
Enterprise's. Because of its definition of sustainability, however, Enterprise has tendcd to 
concentrate o n  involvement with firms that appear to be the most likely to  afford continued 
provision of serviczs over the long run. An exception is the Commercial Farmers Union project 
in Zimbabwe, in which there is no possibility that the union can continue to offer services without 
same kind of subsidy. This is an excellent organization for Enterprise involvement: With its 220,000 
employees and their 1.7 million dependents, it has the potential of reaching many new acceptors. 

21The Benguet Mine Family Planning Proposal (Philippines) illustrates the Enterprise approach. Goals 
were drawn up through a collakarative process and thus were understood and shared by all parties 
concerned. Family planning education and services were provided as a component of the company's 
Community Health SeMces/Family Planning Clinic, and were integrated with curative services. Project 
aclivities were made simple and appropriate to the needs of the company and involved family planning 
education and service delivery. Medical and paramedical staff received training to upgrade skills in family 
planning motivation, counseling and IUD insertion, as well as in child survival and maternal and child 
health. A health economist was provided to assist Benguet with the management and collection of seMm 
statistics and other data to facilitate and conduct a cost-benefit analysis. Management stated it would pay 
for all costs associated with project operation once the funding period ended. All these elements were 
included as components of the project's design and have thus far contributed to the successful 
implementation of the program. 



In this instance, the government o f  Zimkabwc could possibly assume costs for the progr;lm (perhiips 
providing free cotnmoditics and staff training), but Entcrprisc would r~ccd t o  help ncgotii~tc: such 
;I subsidy. 

A related issue is that Entcrprisc may not havc thought through which of the various 
wtivitics it is funding ;ire most im rtant to sustainability, nor to havc drawn up phase-out phns  
for the different inputs. Particular r" y at risk may bc the IEC and training activities that appcilr t o  
havc been most gcrmanc to  the initial succcss of many of the subprojccts that havc bccn funded 
through Entcrprisc to datc. Subsidies s p n t  on  I E C  activitics arc vcry important, serving to 
stimulatc dcrnand for hmily planning scrviccs; if this funding is withdrawn, dcmand may languish, 
and, conscqucntly, the program itself may hltcr. Likcwisc, funds spcnt o n  training will continue 
to be important, bccausc quality of scrviw. -- which rcquircs traincd pcrsonncl -- is an csscntial 
ingredient of demand. As with the Zimbabwe cxpcrienw, it may be necessary to dcvclop links with 
established fitrnily planning organizations that will enable: these activities to  continue. Somc of thcsc 
links havc bccn dcvclopcd (see Scction 5.3), but more effort along thcsc lincs will clcarly bc 
ncccssary. 

Although Entcrprisc is to be cornmcndcd for its efforts to build in a sustainability 
stratcgy, it is likely the project could do  cvcn bcttcr in this arca. First, thcrc may be ways to guard 
against a dcclinc in a company's commitmcnt to  family planning if circumstances change. Sccond, 
i t  may be ncccssary lo think of sustainability in a diffcrcnt way: Thcrc shol~ld be nothing wrong 
in shifting the burdcn of subsidics to anothcr party if thc level of activity warrants. Third, 
possibilities may exist for cost recovery as a step toward sustainability, but this would nccd to bc 
approached carcfully. 

Maior Conclusions 

8 Evcn if targets arc rcachcd for all scrvicc dclivcry subprojects, because the total 
numbcr of acceptors projected is low (approximately 250-450,000), the impact on 
contraccptivc prcvalencc ratcs will be minimal. 

8 In its commercial sector activities, En tcrprise has focused chiefly o n  em ploymen t- 
based family planning as an cmployce benefit and has done little with the comrncrcial 
markct-based channels set forth in the Project Paper and contract. Many of the 
subproject firms werc already providing services before Entcrprise. 

8 In motivating companies to enter into subcontracts with Enterprise, the project has 
been using cost-benefit analysis whose design is faulty. Formal cost-benefit analysis 
may not be  necessary as companies can be convinced of the savings that will accrue 
from providing family planning services to employees by reference to similar case 
studies. An accurate cost-benefit study methodology, however, is a critical elcmcnt 
of the project and needs to  be  properly established. 

8 All subproject acceptor statistics are somewhat suspect because information related 
to  new, transfer, and continuing users, as well as drop-out rates has not been 
uniformly o r  routinely collected by Enterprise. Therefore, it is impossible to evaluate 
single subprojects with rcspect to acceptors to  date o r  to CYPs, o r  to compare 
several subprojects in this regard. 

8 Other indicators, such as quality o f  IEC, training, service provision may givc a morc 
meaningful picture of the potential impact of Enterprise service delivery subprojects 
than service statistics, both because of the questionable accuracy of the numbers, and 
because of the young age of most subprojects. 



m 'I'hc quirlity of scrviccs providd by Enter rise's privirtc sector suhprojccts ilppcilrs 
high. Thcsc private clinics arc cncrally of ighcr standards in thc lcvcl ofclcanlincss f e 
and cfficicncy than many pub ic scctor programs. 

Entcrprisc is focusing on the yucstion of sustainability. Some ol' t h c  subproject 
:rctivitics miry bc self-sustaining by thc cnd of this project. On thc othcr hand, other 
worthwhile subproject activities should not be cxpwtcd to be self-sustaining. 

Gcncral -- 

1 (4) For the rcrnaindcr of tAc projcc4 Entc~prisc &odd coaccntrak on consolidating und 
preparing for phasoc~ut of ib cEorts with employment-bd subprojects. 

Subsidies 

2(4) Givcn thc intent of this project to transfer somc costs of service provision to thc for- 
profit scctor, sced moncy (subsidies) should be provided only where ncccssary. 
Guidclincs for provision of sced moncy, including equipment) should bc dcvclopcd 
promptly. Entcrprise should scck to lcarn more about the circumstances undcr 
which continued seed moncy should be provided. 

3(4) Entcrprise and TIPPS should collaborate to develop a consistent and accurate cost- 
benefit analysis model as the basis for diffcrcnt types of corporate prcscntations. 

Effectiveness of Scrvice Dcliverv Subnroiects 

4(4) Enterprise needs to install a more uniform approach to collecting scrvice statistics 
so that this information can be measured and compared by the end of the program. 

5(4) In addition to service statistics, Enterprise should be collecting data on other 
program elements in its MIS. Decisions should be made concerning which of the 
following elements should be included in the MIS as indicators of potential impact: 

Availability of and access to multiple contraceptive methods (as an indicator 
of the contribution of an expandcd choice of methods to increased usc and 
continuation); 
Quality of selection, training, and supervision of personnel; 
Effectiveness of IEC (people who are well-informed use a method better and 
stay with it longer); 
Logistics; 
Costs to users and to the project; 
Spin-off and collaborative working relations with other contractors and CAs; 
Coordination to avoid redundancies; 
Role and influence of management; and 
Government policies. 

6(4) The results of individual subprojects and the collective survey findings, including 
focus group discussions, should be written up and lessons learned extracted for the 
design of a follow-on project. 



'Ihc 0fIic.c of Popululion should d w i h  what i h  praise goab arc io thc a r m  of ccal 
pcr a m p t o r  and u#;t pcr CYP. A.I.D. and Entcrpriw should thcrr come t o  
apccrncnt o n  how b wlculatc thcsc c a b .  Efforts b undcrstund thc circurnsli~ncu 
w d c r  which mmc subpmjwts costs on: h i p  whilc othcrs urc: ltrw should supplant 
r w n t  acrm'i-theboard efforts by Entc rprw to dcmonstratc that subprojcct uxts 
arc Itnvcr than lhcy initially appcmd to A.I.D. 

Rather than invest furthcr effort in trying to manipulate subproject cost figurcs to 
lower them across thc board, the projwt should carry out an analysis to dctcrniinc 
which subprojects arc the most cost-cfkctivc and which the least, rind, furthcr, 
dctcrminc what opra t ing  principles can bc derived from this knowlcdgc lo improvc 
outcomcs during the rcst of this projcct and in a ti-~llow-on projcct. 

Enkrprk should malyu: what a n  rCLtlistimlly bc apIC<I in thc urca of 
sustainability and dcvclop guidclincs for futurc activities. This may result in an 
expinsion in the definition of sustainability to include projects that rcquirc some 
modcst financial support from govcrnmcnts or donors. 

Entcrpriec should dcvclop a thorough institutionalization strategy with a checklist 
of objcctivcs, including the establishment o f  managemcnt/union agrccrncnts about 
thc status of company programs. It should also seck to include the maintcniince of 
its succcssion in thc job dcscription of kcy managers. At the conclusion of the 
project, the company should be left with a succinct, jointly-devclopcd "owners 
manual" to support the long-term rnanagemcnt of service delivery. 

Enterprise should cxpcrimcnt with different combina tions of inputs for start-up costs 
with schcdulcs for progrcssivc phasc-out of Enterprise funding once the projcct is 
established. These might include linking the firm to established family planning 
organizations, cithcr PVOs or parastatals, for on-going technical assistance and for 
continuous supplics of contraceptives. 

Arrangements for on-going IEC work with employees and the regular training of 
company staff in service delivery must exist at the conclusion of Enterprise's 
involvement in a subproject. In some cases and countries, this support will nzed to 
be provided by government o r  commercial hcalth-care providers. 

Increased priority should be given to  IEC. It may be necessary to impress on 
company officials that the purpose of IEC work is to  alter the nature of "demand" 
to change it from passive "don't want any niorc children" responses in surveys to 
motivating people actively to discuss and demand contraceptives. 

%ese recommendations hold both for employment-based and other service delivery subprojects. 



5. PVOINGO Sustainability 

'I'hc decision cirrly on in the project lik to tlc-crnph;rsix PVO subprojccts cl'l'cclivcly 
slirunchcrl tlcvclopmcnt in thirt irrca and today Entcrprisc clitssilics only nine subprojccts irs 
"I'VO/NGO self-sustirinirhility." In general, the subprojects arc gcarcd to irssisting firmily plirnning 
NGOs to opcratc in ir morc "busincsslikc" manner and, when appropriate, to providing irssistirncc 
in how to gcncrirte incomc, in both ;rpproirchcs, thc overriding goal i:; to irchicvc grcirtcr 
sustainability and reduce reliance on external donor rcsourccs. The typcs of irctivitics undertaken 
in this cirtcgory havc varicd depending on thc situation in thc camtry, the sophisticrrtion and nccds 
o f  thc IVOs/NGOs, and thc rcvcnuc generation potcuti;rl of ttr::sc organizations (scc 'I'irblc E3). 

In intcrnirl documents, Entcrprisc groups its PVO subprojccts in thrcc categories, 
llrc first gcarcd primarily toward oprat ing in a busrncssliicc mirnncr and tiic sccond irnd third aimed 
morc toward rcsourcc gcncration. 

Cost Cxmtirinmcnt is gcirrcd towirrd provision of training and technical assi: tirncc in 
thc ilrcas of cost contairirncnt, liiaancinl end paticnt flow analysis, and plirnning. 
Scvcral PVOs havc bccn providctl assistancc in this arca (the Population Ccntcr 
Foundation in thc Philippines, ASHONPLAFA, the Honduran Family Planning 
Association, and thc YKB Foundation in Indonesia). 

NGO rcsourcc mobilization focuscs on helping NGOs gcncratc profits from salcs 
of scrviccs. Enterprise is currently sup~ ;~ r t i ng  three such activities, all in Brazil 
(Sophia Fcldman Hospital, PRO-PAIER, and CF'PJMC), all of which arc sclling 
mcdical laboratory-bascd specialty scrviccs. 

Ncw forms of service dclivery also is designed primarily toward income generation, 
but here thc approach is for PVOs to market their family planning tcchnical 
expertise (in training or IEC) to local commercial entities that are providing family 
planning services to employees and cmployccs' dcpcndents. Presently, two PVO/NGO 
subprojects are in this category: YIKB Foundation Business development project, and 
the Gambia Family Planning Association scminar. The Gambia activity is primarily 
a consciousncss-raising activity among union officials and the YKB elfort, dircetcd 
at marketing services in factories, is one  part of a broader subproject geared mainly 
at cost containment. 

Accomplishments 

Several PVOs were enthusiastic about the assistance received from Enterprise. In 
thc area of cost containment, the YKB Foundation, whose own goal is to  seek ways to  make family 
planning service provision more self-supporting, used Enterprise funds to develop plans for a new 
prototype clinic and indicated that "our management system is more streamlined and our 
organizational goals are more clearly defined so that our  activities are most cost efficient." PVOs 
also indicated that additional support would be welcome, both for programs related to better 
business practices and to  efforts related to income generation and sdf-sustainability For example, 
the Sophia Feldman Hospital in Brazil has developed a profitable laboratory with support from 
Enterprise. The  income from this facility supports the hospital's family planning work. 

One  of Enterprise's most important achievements has been the development of the 
"Business Firm-PVO Sustainability Modcl." Under this model, business firms pay a PVO right from 



5.3 Ysst~cs with Rcspcct to the Portfolio 

'I'hc Entcrprisc projcct sccms to h;rvc hiid some dil'ficulty in identifying its role in 
thc I'VOfNGO domilin. That it has had to subdivide its small PVOINGO portfolio into thrcc typcs 
of sul)projcct:; rcllccts this lack of lixus. It sccms not to hirvc a clcar idca whirl thc overriding 
ohjcctivcs should be in this nrca. Likcwisc, Entcrprisc kccps changing its mind irs lo  which 
wl~projccts should be cirtcgorixd as PVOINGO sustainahility: Subprojccls listed ;IS PVOINGO in 
one intcrnirl document may hirvc bccn shifted to u diffcrcnt group in irnothcr.ll Furthermore, in the 
Jirnuilry 1980 listing, irt Icast two o f  the nine PVOINGO subprojccts appcar miscatcgorizcd. The 
ZNPPC, Sor cx;rmplc, is rcirlly not ;I PVO or NGO but a government ~,aritstirtirl and the purpose 
01' the subproject has nothing t o  do with I'VOs: It is instcad t o  coordinate Entcrprisc employment- 
bascd su1y)rojccts in Zimbirbwc. 

In general, the Entcrprisc projcct appyars to be on firm footing when idcntil)ing 
I'VOINGO subprojccts that arc gcrrrcd to cost contammcnt. In the incomc gcncration category. 
howcvcr, it has lncludcd subprojects that do not belong and has movcd out others into ncw \~usincss 
vcnturcs (presumably to strcngthcn that category). The rcsult is that the overall rccord in this arcir 
rcmains weak and confusing. 

Bcrhaps bccirusc of this confusion at hcadquartcrs, the PVOs thcmsclvcs appcar not 
entirely clcar what to  expect from the Entcrprisc projcct. In response to the qucslionnairc qucry 
as to what additional support could be provided by the Entcrprisc projcct to  make thcir 
organizations more cffcctivc in thc future, PVOs offered a widc rangc of suggestions including IEC 
materials, financing for Tina1 evaluations, funds to publish a final model description, support for - 
additional contraccptivc methods, exchange programs with other countrics, and seed monics to bcgin 
business activilics and to open additional clinics. - - 
5.4 Assessment of Subproiects 

PVO subproject performance can be i~sscsscd on  the basis of two of the thrcc 
criteria used to asscss the employee-based subprojects: 1) cost-effectiveness; and 2) sustainability. 
Because prcvalencc per se  is largely irrelevant to the main purpose of most PVO suborojccts, and 
because data are scarce on  family planning service delivery subproject acceptors, subprojcct 
pcrl'ormancc in increasing acceptors is not discussed. 

m 
UFor exmple, in Enterprise's draft evaluation plan, the Triangle subproject is listed as NGOPVO Self- 

Sustainability, whereas-quite rightly--in the January 1989 project database it is listed among the employee- 
based subprojects. Also, in its semi-annual report (April-September 1957), the PKMI Sterilization Center 
Feasibility study in Indonesia, the PDA subprojcct in Thailand, the CIS project in Bolivia, and the Juanta 
de Beneficencia de Guayaquil were all listed as PVO/NGO Self-Sustainability subprojects: In the current - 
database, however, the first two have been shifted to the new business ventures category and the second two 
to t he employee-based category. 



Ir=rovinv Iwincss skills to mirkc 1WO or?cr;ltions tnorc cost-c:l'ficicnt, Entcrprisc 
hiis hirtl ;I r,osit&c iair~irct on tllc willin~ncss of somc IWOs to think of usinl! business skills in the 
~ s i ~ n i ~ ~ ~ n d ~ t  or  t ~ l c k  own a c t i v i t i c s . " ~ ~ ~ e ~ n ~  up attitudes is a p r c - a h i t i o n  R)r chiroging 
~~l i tnagc~ncnt  style m t l  pcrli)rrnirncc. Examples such irs Enterprises WGO sul~projt*:t in the 
I'hilippincs, which irims at developing busincss skills of NGOs, could indccd hi~vc u wide- ranging 
positivc irnl)irct. I t  is t w  ci~rly, however, to  a s s w  whether Entcrprisc':; work is producing 
rncirsurirblc rcsulls. This type of' irctivity requires somc time bcli~rc rcsulls can be dcmon:;trirtcd and, 
like the I'hilippinc's subproject which t~cgirn in 1988, most ilrc q r d c  new. 

A morc l'undamcntirl yucstion, howcvcr, is whcthcr this is ;in ;rppropriirtc area libr 
Ilntcrprisc involvcmcnt. N o t  ordy is the projcct essentially duplicating: thc work of FPMT', it is not 
certain that Entcrprisc's resources -- both ils own and the Itxal rcsourccs it uses -- ;lrc cqui~l to thc 
ncccls of the PVOs. PVOs appcilr t o  need ;I considerably hcilvicr infusion o f  on-going miti~irgcmcnt 
consultation thirn the projcct is able to oficr. 

5.42 Sustainability through Iiicornc Generation 

In its "rcsourcc generationn subcategory, Entcrprisc is having somc succcss in 
assis!ing certain PVOs to dcvclop new ways of generating incomc. It seems, howcvcr, that these 
projccts will producc only a small part of the organization's income needs: The idea that a 
signilicant numbcr of PVOs might, with Enterprise's tlcli), becomc fully self-sustaining from using 
business skills and crcating kc-for-scrvicc opportunities is just not tcnablc. 

Thc types of incomc gcnerating subprojects fostered by Enterprise are innovative, 
and it is encouraging that many iire self-financing. For example, a laboratory established with 
Entcrprisc assistance at the Solia Fcldman Hospital in Brazil has covered costs and is providing 
income toward financing family planning servicc provision at the hospital. With Enterprise 
assistance, thc hospital more than doubled thc numbcr of laboratory tests it performs and bills cach 
month. As a rcsult, the expanded laboratory is now gcnerating sufficient profits to allow the 
hospital to scrve approximately 3,000 new family planning acceptors and achieve an estimated 
10,000 couple years of protection. Similarly, Enterprise assishnce in the form of fertility analysis 
equipment to Pro-Pater, a vasectomy clinic in Sao Paulo, will generate additional income for the 
clinic and rcsult in an estimated reduction of Pro-Patcr dcpcndence o n  donors from 40 to 10 
percent in three years. 

On  the other hand, to suggest that any subproject could raise sufficient surplus 
rcvenucs to fund many aspects of the organization's activities, is totally unrealistic. The Sofia 
Feldman and Pro-Pater subprojects, which are perhaps the most successful income-generating 
activi ties, generate funds by selling other services (ultrasound and semen analysis for infertility 
counseling). The Sofia Feldman slxbproject, however, will probably generate income equivalent only 
to a maximum of 16 percent of the organization's revcnue needs at the end of two years -- a smal! 
proportion of its total operating budget. These subprojects, moreover, are with facilities that have 
sophisticated services to  market, an exceptional situation not easily replicable in other countries. 

A more scrious issue is whether Enterprise should be involved at all. with new 
business start-ups like these. Such initiatives, which might include activities such as acquiring 
property or  soliciting the donation of corporate blocked funds to estahlkh an endowment, are well 
beyund the sphere of expertise of both Enterprise and A1.D. Even in the U.S., most new 
businesses fail and the probability of success is certainly even less in an LDC PVO being advised 



Ijy irn A.I.11. contrirctor. N o  onc would dis;rgrcc tllirl stirrting up prol'itirblc busincsscs on tllc side 
mily bc worthwhile l i ~ r  some cxtrirordinwy YVOs. f i r  A.I.11. t o  provitlc the tyl~c oS help irnd 
trirming nccrlctl li)r this irctivity within the Ix)und;rrics of ;I fi~nlily plirnning scrvicc dclivcry projcct, 
I~)wc:vcr, will in rnost cirscs, bc both incffcctivc ;rnd cost-incl'licicnl, 

"Ncw f i rms of Scrvicc 1)clivct-y" -- 13usincss Firm-I'VO Sus(irinirhili(y Mtstlcl ---- - 
A PVO-cornm(:rcinl scctor relationship wits explicitly envisaged in the projcct 

'I'hc conccpl wiis bi~scd on  the cxistcncc ol' thc m n y  privirlc firms that arc c;rgcr to provitlc firmily 
plirfinin;~ scrviccs li)r their cmployccs but I;~ck lhc technical knowledge for doing so, couplccl with 
the avi~ilirbiliiy of 1'VOs thi~t  could hclp prov~rlc thosc scrviccs. Undcr this modcl, il. group of 
hsincs!; lirms JIilyS it YVO from inception of the projcct lo dclivcr hmily planning scrvlccs in the 
firms' health clinics. 

Referring to thcsc irctivitics its "syncsgy l~clwccn PVOs irnd the commcrciirl scctor,"" 
the project tirs pursued them with some vigor. At Icast 16 PVOs arc collakxating with considerably 
morc lir-prolit organizirtions in 13 countries in a vnricty of cxnmplcs of the Busincss Firm-I'VO 
Sustainirbility M o d d  Only two of thc PVOs irrc listed in thc January 1989 d~?t : \b i i~c  in thc 
PVO/NGO category, but thcsc arc only n small sample of the effort. Othcrs arc cittcgori~cd as new 
busincs!; ventures or as subprojects with for-prolit organizations (sec Appcrrdix E, Tnblc E6 Tor a 
full listing and Chapter 5 lor a discussion of NbV cxamplcs). At prcscnt, Enterprise continucs to 
pursue thcsc avenues, most recently having suggested that NGOs in Bangladesh cxpnnd 
contracc:ptive si~lcs, provide training scrviccs and facilities, and provide for-prolit scrviccs within 
modcl clinics.z6 

Thc dcvclopmcnt of the Business Erm-PVO Sustainability Modcl rcprcscnts one  of 
Enterprise's most important achicvcmcnts. This private scctor scrvicc dclivcry modcl addresses a 
numbcr of dcvelopmcnt concerns: PVO sustainability, shifting of thc burden of public scctor scrvicc 
dclivcry to the privatc scctor, and cost-effcctivcncss. (By extending scrviccs through an "umbrella 
approach" to  10-20 firms, rathcr than just one  firm, the volumc of acceptors will be high, and costs, 
relatively low.) 

Issue: Lcpal and Other Constraints on PVO Busincss Activities 

One  of the major reasons that PUOs are not pursuing income generating activities 
morc vigorously is that this area represents a legal thicket and no  one  is quitc sure about its 
appropriateness. In many countrics, for instance, PVOs are considered "charities" and therefore are 
rcstrictcd by general and tax laws as to the trading activities that they can undertake. AI.D.'s own 

24The project paper states $15): "We might expect these firms [private sector firms providing family 
plaliing as an employee benefit] to assume some, but not all, of the costs of family planning delivery. In 
this project, local family planning PVOs are expected to co-program and co-finance these activities." The 
project paper provides an cxamplc (p.18): "...assistance is provided by the PVO to design an on-site service 
and referral program and to cover some initial commodity and personnel costs and some recurrent costs. 
In the long run ...[ this] may evolve into a situation where the factory contracts the PVO for family planning 
services." 

%ee JSI, Workplan for Propram Year Two and Semi-Annual Report, October 1986 (p.3); Semi-Annual 
Report and Work Plan for Propram Year Four, September 1988 (pp.40-41); and other JSI documents. 

%tx JSI, Trip Report: Ban~ladesh, April 19-May 3, 1988. 



'1'0 conclutlc, in the  irrcir ol' I'untl rirising, i r l t l lou~h rnirny PVOs S ~ I W  irn cxtrctuely 
tlil'l'icult I 'utul .~ with r c s p t  t o  fnaintirining thcir l'unding soulccs, it is irppirrcnt thirt the niirgl~itutlc 
i~ntl  colnplcxity o f  thcir prohlcrns irrc hcyontl the rcsourccs o f  Ent(:rprisc. I'rojcct cxpcrtisc irntl skills 
ilrc lirniktl; the possihilitics irrc clouclctl irnd I'cw; irntl cvcn the rnost succcssful l'und-gcncrirting 
irctivilics cirnnot yicltl suhslirntiirl prolits. 

'I'his docs not mcirn thirl PVOs should not I w k  t o  new wilys to lcsscri donor 
clcpcndcncy. It suggests, howcvcr, thirt the need is not t o  plunge into the lirst ci~pitirlist schctnc thiit 
i$ ptxxmtctl; the nccd is rirthcr t o  dcvclop irn ;ill-around income divcrsilicirtion strategy irs ir s tep 
towirrtl long-term self-suflicicncy. Such it striitcgy might include iicyuiring property, providing 
sclviccs, o r  soliciting thc  donation o T  corporate hlockcd funds to  establish irn endowment. 'Shc 
diversity of options irntl ttrc cirpircity of ir IWO to pursue them visrics grcirtly (scc Appcntlix 11 l i ~ r  
ir discussion of  the virrious clcrncnts ol' such il stsirtcjy). Dcvcloping such ii stralcgy, howcvcr, is not 
it job for Entcrl~risc: Entcrprisc stirl'f iirc not cquip i~cd to  underlakc this broad rolc ;rnd it would 
I>c ir dilution ol' resources Ihr them to d o  so. 

Illilior Conclusions 

P Entcrprisc has h i d  a positivc impact on  the  willingness o f  sornc PVOs to think of 
working with private busincss and o n  thc use of business skills in the rnirnagcrncnt 
of thcir own activitics. It is too  early to t'ind clear cvidcncc of  signilicimt 
irnprovcmcnls in P V O  managcmcnt pcrfi)rrnancc as a rcsull of  Enlcrprisc assistirncc, 
howcvcr. 

Miiny PVOs face an  cxtrcmcly difficult Suture in respect t o  maintaining thcir funding 
sources. T h c  magnitude and complcxily of  thcir problems is bcyond thc  rcsourccs 
of Enterprise. 

l(5) N o  ncw P V O  activitics should bc initialcd aimed solely a t  PVO strcnpthcning o r  
PVO sclf-sustainability. Instcad, work with PVCIs should rocus on activitics to cnablc  
PVOs  to market  training, LEC, and o thc r  tcchaical scmMccs to private wtor  entitics 
for  a f ee  - what JSI has called the "synergistic approach." -- 

2(5) Enterprise should review host government and A.I.D. policies that may b e  inhibiting 
PVO subproject economic activity and suggest any changes that it deems ncccssary 
to cnable more activitics to take place. 



6. Ncw Uusir~css Vcnturcs 

'I'hc crc;~tion o f  thc cirtcgory "New lhsincss Vcnturcs" (NBV) hirs scrvctl more to 
ohl'usc;rte irccornplish~ncrlt!; in this trrcir thirn t o  highlight them. It is not i11 irll ;rppirrcnt thi~t 
Entcrprisc stirl'f' thcmsclvcs find the "thcmc" cutcyory 01' New Busincss Vcnturcs cithcr uscl'ul, wcll- 
tlcl'incd, o r  even undcrstandirhlc. No clear gui8dclmcs exist t o  dcl'inc it. Rirthcr, what is clci~r is th;~t. 
the "New Uusincss Vcnturc" cirtcgory is in its4ell' it conl'using one. 

'1'0 dcl'inc New Busincss Vcnturcs, 1Rc project uses the term "innovirtivc i~nd ir t  timcs 
'high-risk' priviric scctor cf'forts ...I thi,!, would hclp irchicvc the projcct goirl o l l  cnhirncing the lcvcl 
oS fi~mily planning scrviccs ... while reducing thc cost to tlw consumcr." 11 cites Sour types ol' 
subprojccts through which i t  hopes to achieve this god: 1) utilizing private mcdic;rl prectititrncrs to 
providc scrviccs; 2) somc kinds of contriwptivc:: mirrkct~ng (chosen carcl'ully so that thcrc is no 
ovcrlirp with A.I.D.'s conlraccptivc socii~l marketing program); 3) local procurcmcot irnd distribution 
ol' contrirccptivcs; and 4) "prcfcrrcd provider 

A look at the overall portfolio rcvcirls a host of inconsistencies with rcgard to what 
constitutcs a Ncw Busincss Vcnturc. 'I'wclvc :,ubpr~ojccts ilrc currently categorized under the "thcmc" 
of' New Rusincss Vcnturcs, although the number has changed over timc as various subprojccts hirvc 
hccn movcd in ;rnd out of this catcgory (scc Appcdix  E, Table E4). Some of the subprojccts 
rcprcscnt new initiatives, but more arc the result of' rcshuflling cxisting projects into this catcgory. 
Thus, scvcn of thr: 12 subprojects in this arca arc implcmcnted by PVOs! many previous denizens 
of thc PVO/NGO catcgory (scc Section 5.3), and im eighth is a commcrc~al firm. In short, they do  
not appear vcry dil'l'crcnt from activities carried out by subprojccts in the ;mploymcnt-based Smily 
planning or  PVOINGO sustainability catcgory. 'This separate category is confusing, making it  dificult 
to identify the kind of hclp nc:cdcd by subprojccts (scc Appendix E, Table E4). 

Accomplishments 

Disregarding the problem of definition and focus, a rcvicw of the subprojects reveals 
somc effective efforts. Enterprise emphasized that provider-based cfforts would bc a prime paradigm 
for this catcgory and has launched several of thesc. One example is the. MEXFAM (Fundacion 
Mexicana pbra la Planification Familiar) doctors project in Mexico. With Enterprise assistance, 
MEXFAM trains unemployed physicians in family planning service provision and subsidizes thesc 
efforts during a two-year contract period. After this timc, the doctor is expected to become totally 
self-sufficient. Seventeen of the 20 doctors trained under this project are now selfmfficient. Over 
a one-year period, these doctors have provided approximately 17,380 CYP at the relatively low cost 
of $3.45 per CYP. In response to  the evaluation questionnaire, MEXFIUl  reported that through 
Enterprise, its awareness and interest in achieving self-reliance has increased. Moreover, it reportcd 
that 20 clinics had also been established successfully through the project, of which 10 were already 
financially self-sufficient and the rest were expected to achieve self-sufficiency by the end of the 
subproject. MEXFAM had also arranged for follow-up funding from IPPF for any technical 
assistance and supplies that would be needed in the future. 

27 "The Enterprise Program at the Halfway Mark," JSd. Also, The Enterprise Semi-Annual Report, April- 
September 1987. In these two documents, once qain, !;ubprojects are categorized differently: the PROTA 
subproject is identified as an example of "contraceptive marketing" in the former and an exarnple of 
"expanded local procurement and distribution of contraceptives" in the latter. 
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~ r r l ) ; r t ~  :ic:lli~ry,:;, i:; ; ~ ~ r o l l ~ c : r .  r,ood (:xiI~tll)Il:  01' i111 cl'li)rl t o  cxp;r~ld n~irrkcls r r t~r l  rcirch IWW ;rcccl)lors. 
I ikcwisc, t l ~ c  A I  ) 0 I J I  .AI;AM ~)roi(:(:l in 1 . 1 1 ~  1)orninic;rlr Ikl)xll)lic ; r t~ t l  the 1;rrlnily I)lirnnit~g I'rotlucts 
111;1rkct ( ' i~~)i~l)ilily I <v~~Itr;rtior~ in '1'11i1iIi111d r(:prcsct~t v;iri;~tio~ls on the t11c111e of I'indirrp, new ~ r ~ i ~ r k c t s  
IOr f';~~triIy ~ ~ I I I I I ~ I I ~ :  lJVOs. '1'11i::;c ;ictivitics  sect^ to  r c p r ~ w b t  it  gcrluiw c x p ~ i s i o r ~  of r;i1~11 lJVO's 
i:i~l)i~(:iIy, t r o l  ;I srhs! i~ukio~~ h r  work i t  W ~ I S  irIrc;rtly cloiq. 

Not irII Ihcsc subprojccls irrc ;IS optimist rrhout long-tc:m suslainirbilily iIS arc lhc 
MI;XI;AM irntl 1'RO 1'A cl'forts. 'l'hc l'urkish Firrnily I-lcalth and Plirnning I4~undation and 
AI>OI'J.,AI;AM, thc other two suhprojccts th;rt responded to the queslion of long-term prospects, 
cxl~rcsscd sornc d o u l ~ t  on  this score. AIIOPLAFAM indici~tcd i t  would require technical and 
l'inirnciitl !;upport from Entcrprisc for somc time. 

Hcalfl h-Care Markets 

' f i e  sut11)rojccts now cirtcgorizcd undcr the heading of New Business Vcnturcs 
include somc o f  the more promising activities undertaken by the Entcrprisc project. Moreover, as 
frcc-staticling micro-businesses in which the bcncliciarics arc the owners, a number of them appciir 
to firll into a category that has rcccivcd littlc attcntion to  date undcr thc project. This category was 
spccillcally cnvisagcd as one  of two ways in which Entcrprisc might introduce family planning into 
commercial channcls. Spccilically, thc Projcct Paper rcferrcd to "integrating the provision of hmily 
planning produc~s and serviccs into cxisting profit-making commercial channels" ... [namciy] the 
various types of health-carc markets which tlourish in LDCs." Possiblc targcts were 

Medical ncrsonncl - d o c t ~ r s ,  nurses, midwives, paramedics, traditional birth 
attendants; 

Fixed-facilitv service-nrovidcrs - hospitals, clinics, hcalth ccnters; 

Retail outlets - pi nrmacies, sundry stores, street vendors, distributors, national 
associations of pharmacists, grocers; 

m Conf.raceptive manufacturers - pharmaceutical companies, sales groups, distributors; 
and 

m Financial providers - group health plans, insurancc companies, pension plans, and 
private  association^.^ 

2BEnterprise Projcct Paper, pp.14-15. 



'I'hc su1q)rojccls now c i~ tcgor ixd  untlcr thc lic1.1dirlg ol' New 13usincs:; Vcnturcs 
irrclutlc sorrlc ol' the wore (m)rnising irctivitics unllcrtakcn hy tlic Ihtcrprisc projcct. 'l'hcy d o  1101, 
howcvcr, iq:pcirr vcry tlill'crcnl I'rorn irclivilics cirrriccl ou l  by subprojccls in thc cirtcgor-y: 
ert~l)loyr~~cr~t-l~;~sc~l Sirrllily pl;rnning o r  tile I'VO/NGO sclf-sustititii~bility. 'I'his scp;tr;rtc c i ~ t c g o ~ y  is 
corll'using, serving ~nirirlly to compliciltc identifying i~ssistitncc nccdcd I)y sulyrojccls. 

l ( 0 )  'Ihc "Ncw Uwincss Vcnturcs" u lcgory  should IK: d r o p p d .  Subprojccb now clwi l icd  
by thcm~c as "r~cw busineis vcnturcs" should tn: rwIa.~ifiCd undcr o n e  o f  thc project's 
originid catcgorics (pruurnably PVO sustainability or m a r k c t - h a .  cornrncrciitl 
channels). N o  c l l i ~ r b  should bc rnadc to  start n w  husincxs vcnturm not dircctly 
rclatccf t o  Fmily planning. 

2(0 )  In  any progri~mming initiatives ihai arc undcrtakcn bctwccn now and the cnd of the 
project, more attention should g o  to  exploring systematically options with markct- 
tx~scd comrncrcinl chitnncls as set liwth in thc projcct, cvcn if lhcsc do not lead to 
irnmccli;rlc goins in acceptors. 

2 w E ~ m p l c s  of Enterprise Program Activitim with Health Care Markets."Merno from Joel 
Montaguc/Nancy Harris to Barbara Pillsbury, February 7, 1989. 



'I'hc A.I.11. - JSI contri~cl stipulotcs thirl IInlerprisc is to conduct 10 multi-country, 
topic-spccil'ic workshops on  busiricss or other fields rclcvrrnt to  private scclor Sirmily plilnning. Thc  
IOM contract i~mcntlmcnt specified lhirt workshops attended by morc than 35 pirrticipmts would 
qui~lil'y ;IS two workshops. 'I?) di~tc,  Shtcrprisc has carricd out scvcn workshops. (In rci~lity, five 
multi-country workshops wcrc implcnicntcd, ',, : two of them had morc than 35 participants.) 

In addition to thcsc workshops, Entcrprisc has carricd out Iivc country-s cciCic 
worksl..,ps. Thcsc workshops WCK not specilicd within tlic contrnct. Enlcrprisc implcrncntcSthcm 
bccausc i t  I'clt thcsc activitic; contrihutcd to  the progr;~m's overall objcctivcs (see Tablc 4 and 
Appendix E, Ti~blc  E7). 

I EntcrprkSponsorcd Workshop 

PVO Focus Employmctg-Bi~scd Focus Tot;ll 

Multi-country 1 49J 5 
Country Spccific - 3 - 2 - 5 

Total 4 6 10 

The workshops have been held in every geographical region. They have focused on 
both P V O  and employment-based topics. A total of 337 participants from 40 different countries 
have attended. Of the participants, 6 pcrccnt have bccn governn~ent officials, 17 percent were 
either consultants o r  medical personnel, 24 pcrccnt were from PVOJNGOs, and 53 percent 
represented either parastatals o r  private businesses. The entire workshop held in T h e  Gambia was 
devoted to  trade union involvement in fhnily planning. 

The subject matter covered in the P V O  workshops tended to  vary depending on the 
region o r  country, whereas the employment-based workshops all tezded to focus o n  the benefits 
of family planning to  employees. 

Achievements 

Overall, the workshops have served three purposes. First, they have been an effective 
method of disseminating the goals and objectives of the Enterprise program t o  the P V O  and 
commercial sectors. Second, they have provided an impetus to mobilize PVOs and private 
organizations toward initiating o r  improving family planning activities. Third, they have been used 
as a mechanism for identifying new subprojects. 

9JBecause two of these workshops had over 35 participants, each one counts as two workshops. 



'I'lic succcss of the workshops in developing subprojects is well dtxurncntctl. At Icirsl 
40 ~)rol)os;~ls hirvc I ~ c n  sulmittcd t o  Enterprise hy workshop pi~rt~cipirnts, irntl out o f  tlicsi: 19 hi~vc 
Ixcn tlcvclopctl into sulq)rojccls. 

Ycrhirps eve11 niorc im.ycssivc, thcsc workshops 11;rvc rcsultctl in some compirnics 
having m o v d  t o  init~irtc hmily plirnn~ng scrviccs on thcir own, without using Entcrprisc funding. 
This is a miljor irccomplishmcrlt li)r wh~ch Entcrprisc dcscrvcs considcrihlc credit. I%r cxi~mplc, 
following iln Entcrpr~sc-sponsored workshop which li~cuscd on IEC irctivitics, the Triilnglc 
corporirtion in %imh;rbwc concluctcd, on its own initiative, ir male motivirtion cirmpaign to cncourilgc 
contraccptivc use using its own resources. In itnothcr case, following a self-reliance workshop in the 
I'hilippincs, MGOs banded together to Lbrm the Phili pine NGO Council on I-Icalth and Family 
Plrrnn~ng, which scrvcs as the irctionlintcrcst group fbr t e c privulc swtor on family plrrnning mi~ttcrs. 
In yet another cxamplc, as a rcsult of the Entcrprix workshop held in the Dominican Kc ublic, 
thrcc compirnics, one foundation, and an asstxiation of commercial flower growcrs from Co omhiir 
rrgrccd to purchase scrviccs horn thc local f'amily planning asscxiation. 

r 
Othcr cxamplcs of participants wanting to initiatc or expand family plirnning scrviccs 

in thcir countries, communities, or firms have been attributed t o  the workshops carried out by 
Enterprise. For cxamplc, in Morocco, after staff mcmbcrs from the firm Kcgic dcs Tabircs attcndcd 
the Dirki~r Workshop, the cornpimy decided to offer family planning scrviccs on its own, without 
Entxprisc funding. 

7.2 Training: Modules 

Overview 

Thc A.1.D.-JSI contract rcquircd Entcrprisc to produce thrcc training modules, both 
to irssist in preparation and implcmcntation of the workshops and as a rcsourcc Tur program 
managers in ~nitlating subprojects. Two wcrc produccd in the t~rs t  year of thc projcct. These wcrc 
uscd in thc second year and wcrc latcr rcviscd for publication and widcr distribution. A third 
modulc is now being devclopcd. 

The first modulc, Assessinp Your Orpanizational Asscts. A Manual for Mana~c r s  of 
Privatc Voluntarv Or~anizations Involvcd ;:I Family Planning, was produced with assistance from 
Birch and Davis undci a subcontract agreement with JSI and contams information on  how PVOs 
might achieve greater cost effectiveness, more efficient management, greater results orientation, and 
new sources of income. 

The second module, Developing Company-Based Family P lannin~  Proprams: A 
Module for Use bv Trainers in Worksho~s  fo; Manages, was produced with assistance from World 
Education, a JSI subsidiary, as part of a subcontract agreement with JSI. In addition to its use in 
cor.nection with workshops, the manual has been uscd in briefing local w o r k s h o ~  sponsors and 
support organizations, and in specific technical workshop presentations. Cop~es  have been 
distributed to PVOs interested in sellin their scrvices to commercial firms. Portion, of the module 
have been iianslated into French and d panish. 

A third module, titled Devclooinp - PVO Self-Reliance, will build on  Enterprise's 
experience in developing PVO self-reliance. The module is now in its preliminary development 
stages. It will have two parts. Part one, a technical section, will review topics such as marketing 
s t ra tep,  management of assets, and cost accounting, and will describe vtio;rious income generating 
techniques. Part two will highlight the successes of 10 developing country non-profit organizations 
that have used some of the financial tools described in part one. World Education will be 
subcontracted to assist in developing this module. 



'1'0 dirk, over 400 copics ol' the first two ~ ~ ~ o d u l c s  Ir;rvc hccn distrihi~tcd. Sevcrirl 
intlcl)cntlcnt orgirnizirtions arc pre:;cntly using the two modules for their own work. ]:or cxirmplc, 
copics ol' the I'VO mcdulc wcrc sul)plicd to llrc Philippines Ihsincssci for S o ~ i i ~ l  vrogrcss, (I'USP) 
;in NGO Suntlcd by 120 I'hilippinc I~usincsscs. P13S13 1s using the rnirnuirl in its progrirrn li)r helping 
corrinrur~ity-l)irscd, not-for-profit orgirnizrtions t o  bccomc self-sul'licicnt. Thcsc orgirnizirtions inclutlc 
coopcrirtivcs, credit unions, Sirrrncrs scrvicc sociclics ;tnd comn~unity hc;rlth ccntcrs. In Mirnili~, the 
Asiim I~istitutc of Menirgcincnt is using this mcKlulc in its mitnagcmcnt courses for scrvicc 
org;rnizirtions. In iddition, copics have hccn provided, upon rcqucst, to USAIL) missions, otllcr 
tlonors irnd coopcrating org~rnizittions inclutlmg Vvorltl bIuc;rtion, Inc., 'I'hc hsiir Fountli~tion, 
Mirnol'l' International, IPPF, University of  Lxlndon, and 'I'hc World IUirnk. 

7.3 'I'cchnical Assixtancc to USAID Missions 

In adclition to the major projcct activities, Entcrprisc hrrs bcen active ir; providing 
technical assistirncc to USAID missions in the general area of what might be tcrmcd "privatizirtion" 
of firmily planning services. This activity, which differs from the usual Entcrprisc Progrirm country 
assessment and project dcvcloprncnt visits, involve visih from Entcrprisc stirff in rcsponsc to mission 
scqucsts to look broadly at public/privatc scctor collaboration o r  to  assist A.I.D. in planning. 
Technical assistance o f  various lypcs has hccn provided in the following countriesJ': 

I Indonesia - TA on privatization of health and family planning services 

I Thailand - ':A on  private sector stratcgics for the Ministry o f  Public 
Hcalth i d  A.I.D. and analysis of an NGO family planning program 

0 Chad - ksscssmcnt and dcscriplion of private scctor hcalth and family 
planning activity 

Nigcria - Assessment of a single State privatc sector family planning 
program for the World Bank and A.I.D. 

rn Nigeria - Nigeria private sector assessment for thc World Bank and 
A1.D. 

Barbados - Project Paper preparation and technical assistance in the 
Eastern Caribbean 

Liberia - Private scctor assessment as an AID pre-Project Papcr 
as  tivi ty 

rn Ghana - Private sector survey and specific analysis of the potential 
of the midwifery association as service providcrs 

Egypt - Survey of existing private sector family activities and 
recommendations to  A.I.D. o n  potential expansion 

31Source: Enterprise at the Halfwav Mark. 



I Lhrnglirclcsh - Ai:;cssmcnt o f  NGO and privrrtc sector possil)ilities 
within existing p r o g r m  

I 'l'hirilirnd - 13riv;rtc scctor rcsourcc utilizrlion study for the Ministry 
of Public 1-lcidth (MOP1 1). 

Missions hirvc gcncrally hccn positive about Lhc work done o n  thcsc trips. 
Morcovcr, the visits ;Ippcar to havc bccn cffcctivc in furthcring acccptancc o S  the ovcrirll 
Entcrprisc goal of privat~zing firrnily planning service$. 

l (7)  It may bc irppropriatc for Entcrprisc to provide advice to USAID missions whcn 
rcqut:stcd, but thc projcct should not scck :;uch situirtions and should not Sccl 
compcllcd to develop ii subproject in cvcry country in which i t  providcs technical 
irssistancc. In somc ciiscs it  will hc morc appropriate for the mission to inilii~lc 
private scctor activities as part o f  its own ldntcral project. 



Altliough the projcct design originally cnvisirgcd 15 Sull-timc prol'cssionel stirl'l; irncl 
the contri~cl callr:tl liw 8 core prol'cssio~~i~l slirl'f, the prcscnl. slial'f totals 30. 01' thcsc, 

II 17 arc hcirlth or I'rrmily plirniling slxci;rlists (5 of whom have s o w  private 
scclor o r  hci~lth linmcing cxpcriencc); 

8 4 arc private sector spccialisLs; and 
8 9 arc technical and administrative support s t r ~ f f . ~ ~  

'I'hc Entcrprisc Progrirm's orgirnizationiir' structure is arranged irccortling to thrcc 
gcographical teams: frmcophonc Africa and Latin American; anglophonc Africa, Asia and 13razil; 
i~nd  the Near East. Each tcirni is supervised by :: dcputy director. 'I3c dcputy director for the Near 
East region illso serves as the program administrirtor. Each tcm i~lso has thrcc to five projcct 
monitors who backstop the irrrplcmcntirtion o f  activities in the diffcrcn t regions (scc Appendix I, 
"Enterprise Program 0rganiz;rtional Chart). 

Providing spccilic support services across gcographical lincs arc two tcchnicirl 
personnel. A medical mon~tor is responsible for cnsuring that family planning sclviccs achieve a 
quality standard, and an evaluation spccii~list was hired in Scptcmbcr 1988 to assist in documenting 
and disseminating thc cxpcricnccs of thc program. A manilgcmcnl committee has cxistcd s,incc the 
start t o  ovcrscc program implcmcntation. 

Entcrprisc also has two rcgional offices, located in the Asia (Philippines) and 
anglophone Af r i~a  (Kenya), and is in thc process of establishing a third -- in francophonc Africa 
(Togo). A total of five pcrsons, most of whom havc fmily planning cxpcrtise, arc now cmploycd 
for thcsc thrcc officcs. 

8.1.2 Staffing and Organizational Issues 

The selection of JSI as contractor appears to  have bcen bascd primarily on the staff 
skills it was expected to bring to the projcct. The present staff, however, have little expcrtisc in 
public economics, health finance, cost-bcnefit analysis o r  private scctor organization and 
rnanagemcnt to support the project's private sector emphasis. 

The decision to organize staff geographically represents a departure from the tcrms 
of the contract, which had indicated that staff were to be organized according to functional lincs: 
business/management development teams and family planning teams. According to project staff, 
these changes were made on  the grounds that they would accelerate operational decision making, 
clarify responsibilities for subproject management, and strengthen administrative backstopping in 
proportion to the growing need. Management also believed that the cultural and linguistic grouping 
would foster effective strategy developmen t and the cfficient use of inputs. 

Given the numerous activities being carried out in many countries throughout the 
world, this shift appears to  have been appropriate. On  the other hand, ~f a core business 'cam had 

3 ~ e  numbers have been estimated based on JSl's "Enterprise Program Professional StaW overview. 



&cpiip;rI St;~f(. Dot11 the I'rojcct I'irpcr i~ntl conlrirct cirll 1i)r live full-lime ( 4 0  
Ilours/wcck) rcgio~ri~l ;rtlvisors to l)c pli~ccd throughout the world by the crrtl 01' the li)urth ycilr 01' 
the projcct. '1'0 tli~tc, however, only two idvisors hirvc hccn plilccrl -- one who cstirblishctl ;I 

rcgiomirl olficc l i ~ r  irnglopl~onc Al'rici~ in Kcnyir, ilnd the othcr In iln hsiirn regionid ofl'icc in the 
I'hilippincs. Each ol'l'icc is ~ti~l'fctl by two persons,, the rcgionirl irdvisor irnd ii progrirm ;rssociirtc (lhc 
;rnglophonc Africa irdvisor is ir hall-time Entcrpr~sc cmploycc)."3 A third rcgionirl irdvisor will soon 
cstirblish irn oflicc in 'Togo (for frirncopllonc Africi~). 

Entcrprisc hits dccitlcd not 2 0  ficld tfw othcr h t r  planned rcgicinai iitlvisor-s itrlci 

instcid t o  use p t - t i m e  C O ~ S U ~ ~ ~ I I I L S  in Lati11 America. It justilics thrs move on the grounds tI1irt it 
nccds ;I criticirl mass ol' pcrso:lncl at hcirtlquirrtcrs to develop knowlcdgc about privi~tc sector 1';miily 
plirnning. Clearly, ;I ccntrirlly fundctl worldwiclc projcct such ils Entcrprisc nccds ii strong ccntr;~l 
I>~Isc. 'I'hc dcliry in rcgionirlizing, howcvcr, irppciirs to h;rvc bccn il mistirkc, both from the 
pcrspcctivc of cost irnd impact. 

A second issue relates to the use of the skills of the rcgional personnel. All Li~ur of 
the Africa and Asiir rcgional staff appcilr highly competent and motivated. Often, howcvcr, their 
prime rolcs of designing, monitoring and supporting subproject activities arc prc-cmptcd by 
subproject monitors in Washington. Thcsc advisors instcad arc often ovctwhclmcd wilh 
tidministrativc work (c.g.,in one rcgional oflicc, thc program associate is rcsponsiblc for adding up 
suhprojcct receipts). Moreover, if and when tcchnical support is provided by rcgional staff, it 
irppcars to  be h ( ~  assistance or  trouble-shooting within thc region, rather than consistent and 
long-term oversight. 

This seems s poor usc of the rcgionirl staff. Moreover, using Washington monitors 
is cxpcnsivc (c.g., travel, per diem, shipping, ctc.) and also tccds to  slow thc implcmcntalion 
process. 

In-countrv Representatives. Although it was not part of the strategy, the Entcrprisc 
project has made some effort to recruit and use in-country representatives. In a few countries, the 
projcct has designated a local individual to help it coordinate its cfforts. In Zimbabve, for example, 
a local Zimbabwean works full-time as the coordinator of Enterprise's sevcral sub-projects. In Latin 
America (c.g., Mcxico and Brazil) and in Asia, Enterprise has also identified some exccllcnt local 
rCSoUrCCS. 

It might have been helpful in program implcmcntation if Entcrprise had made a 
grca ter effort to  recruit in-country representa tivcs: Using in-country personnel has many advantages 
-- impact, sustainability, and cost among them -- and, furthermore, is essential at this point in the 
evolution of development assistance. 

Lines of Authority. Operational coordination and implementation of the project is 
lirmly based in Washington. In- addition, the lines of authority tiom the dircctor and deputy 
directors to the remaining staff are such that decision making is clearly from the top down, with 
little delegated authority. This is true both in Washington and in the field. For example, in 

'The Anglophone Africa advisor is also deputy director of the Family Planning Private Sector projcct 
which JSI is implementing for USAlD in Kenya. 



I h i i ~ l g  the s u m w r  o f  IOM, cl'l'orls wcrc initiirlctl to trirnsl'cr s o n ~ c  sirl)p~'ojcct 
rc:;po~~sil)ility to Ll~c rcgior~irl ol'l'iccs. 1;our countries irrc IIOW rrlolritorcd Srom the rcgionirl ol'l'iccs 
I)y the p r o g r : ~ ~ ~ ~  i~~soci i~tcs .  In Al'ricir, rcsjn)nsibility lbr irctivitics in Xirnhirbwc irntl %anil)iir hirs  row 
11cc11 11i111tlccl over, ill Icirst notninirlly, to thc rcgiorial progrirm irsstxiirtc in Kcny;r. In thc Asiirn 
rcgiorlirl ol'licc, the p r o g r m  ol'ficcr is now Sormirlly rcsponsiblc for oionitoring sulqmjccts in tlrc 
I'llilippincs (whcrc the hsiir ol'ficc is Itxirtcd) irnd fix helping to tlcvclop potcntiirl sul~projccts ill 
Ncpid i ~ r r t l  possil>ly I'irkistirn. Dolh I)t'OgriI"l ol'ficcrs, however, still report directly to projcct 
monitors i~ncl/or ir deputy dircctor in Wirshington -- not t o  ~ h c  rcgionirl ;rdvisor with wlloln thcy 
sii;rrc their ol'licc irnd hirvc didy intcrirction. 'Ihc rcgionirl irdviwr Icirrns ;rhout things l ~ u t  is not 
p r t  01' the line o f  decision-milking irulhority: Ncilhcr the Asia o r  Al'ric;r regionill irclvisor hirs 
rcsponsihility Sor morritorinj; ;my su1)projccts in the region. 

'I'hc I'rojcct Pirpcr ci~llccl Sor ;I consortium to implement the Et~tcrprisc project. JSI 
cnlistcd thrcc subcontractors which wcrc cxpcctctl to provide lhc following cirpirbililics: 

a John Short & Associirtcs - Sor socio-cconornic, dcmogriiphic skrtcgy, i~nd 
busincss analysis; 

I Birch & Dirvis - for linirnciirl managcmcnt and training; and 

a Cx)vcrdirlc Organization - for human resources and training. 

The pcrhrmancc of individual stal'f rncrnbcrs from thc thrcc subcontractors hxi 
rcccivcd firvorablc mention in a number of ciiscs. O n  the othcr hand, thcrc seem to havc bccn 
some negative effects of this arrangement, including adding cost to  the projcct. In particular, a 
competitive rclationship exists among the four lirrns involved, thrcc or which (excluding Covcrdalc) 
gcncrally vic against each othcr Lbr A.I.D. contracts. Considerable time and attention was spent, 
cspccially early on, trying to resolve the issues that arose as a consequence of this rclationship. 

Particularly disappointing has been JSI's rclationship with John Short and Associates. 
The projcct dcsign had anticipated collaboration bctwccn the TIPPS projcct and Entcrprisc, and 
John Short's role as prime contractor for TIPPS was supposed to  facilitate that relationship. In fact, 
littlc collaboration o r  fruitful interchange appears to havc takcn place to the dctrimcnt of the 
Entcrprisc project (scc Scctions 2.4.2 and 4.4.3). The subcontractors have bccn charged with 

a tending t o  use Entcrprisc as a training ground for junior staff who, once they acquircd sornc 
expertise through the projcct, wcrc rnovcd to othcr jobs. Indeed, the Fcbruary 1988 Entcrprisc 
Program Managcrncnt Rcvicw rcvealcd that all of thc five Enterprise stat'f members who had left 
the projcct were subcontractor p ~ r s o n n c l . ~  

MFebruary 1988 Enterprise Propram Mana~cmcnt  Review, (Part IV. Personnel: Key Personnel Changes, 
Proposed Re-organi7alion Recruitment). 



lhtcrprisc tnirnirgcmcnl hi~s  provitlctl the rcquisitc reports to A.I.1). in ir tir~icly, 
rcspwsivc, i ~ ~ d  irpprol)riirtc Inilnncr, i r r d  ovcrirll rcl;rtionships bctwccr: Entcrprisc irntl A.1.L). 
iipl)ciir I)c corcliirl. 

Or1 ;I conccptuirl Icvcl, howcvcr, the relittionship has bccn clouded by the mixed 
signills coming frmi A.I.D. with rcspcct to project goilk, evaluation indicirlors (scc Scction 2.3) i~ntl 
the disi~grcimcnt with rcspcct to Entcrprisc's approach to  cost per acceptor irnirlyscs (scc Section 
4.5.2). 'I'lrc 1ur:lwcr in Cl'Os has ccrtirinly contributed to the urlscttlcd sibnation. Pcrhrrps niorc 
imp)rti~nt, C;l'Os sccrli to have bccn no more vcrscd in busincss than Enterprise tnirnagcmcnt. 
'I'llcrc'im, A.1.D. Iias hccn in no strongrr ir position to kccp the projcc! on tirrgct than hirs 
E n t c ~  prisc. 

Entcrprisc has pointed out on severid occirsions that working with h1.D. 
Washington has bccn very dil'ticult bccirusc it  constarrtly hirs to deal with "cirtch-22s.' For cxirmplc, 
JSI wi~ntcd to gcncratc invcstmcnt income with A.I.D.'s money to tinancc YVCh hut was not ;rblc 
to d o  so  bccirusc mtrriics used wcrc pirrt o f  thc Public Treasury. 'I'hcrc is also the conflict of 
intcrcst Entcrprisc has hird to l'i~cc any time it  hiis used U.S. taxpayers' ,:~onics to strengthen ii 

foreign organizirtion that wirs becoming a competitor with a U.S. multinirtinnirl o r  reducing its 
cxport potential. 

8.3.2 Enterprise Relationships with USAID Missions 

Accordinp to cabled rcsponscs to questionnaires, Entcrprisc staff appear to have 
good working rclationsh~ps with the USAID rnissions. In general, mission rcsponscs wcrc positive 
regarding the conceptualization and design of country specific subprojccts and the quality of  
Entcrprisc tcchnicirl assistance. As a result of Enterprise's succcss at the ticld level, numcrous 
Missions have rcquestcd buy-ins, indicating a dcsirc to work with the program. 

Thc major drawbacks with Entcrprisc's management identified by the missions w m  
the minimal usc of local consultants and the project tcndcncy to under-utilize regional officcs i"ix 
monitoring subprojects and othcr tasks. 

8.3.3 Enterprise Relationships with Host-Country Personnel 

Personal and professional relationships appear to  be quite good between Entcrprisc 
and subproject host-country staff. Answers from 30 subprojects to the evaluation questionnaires 
rcferrcd to Entcrprise's "professionalism," "genuine interest in assisting thc organization," "expertise," 
and "ability to improve self-reliance," and many indicated that they would recommend Enterprise 
assistance to othcr organizations. 

Financial Management 

As of Novcmber 1988 (end of program year three), Enterprise had spent about half 
its funds. The rate of expenditures has varied greatly among fundmg catcgorics. T h e  consultant and 
other direct cost budget lines had exceeded 100 percent, whereas only 18 percent of the budget 



c l  Ions I'rojccl rrlirnirgcn~c~lt h i~s  clirinicd thirt it  is now fircin~ butlgctirry ilnd rnirnpowl:r limits 1' 
lhirl miry corlslririn lhc I ~ r c i ~ d t I ~  irnd volurnc of' irctivilics it wI1 he itblc lo cirriy oul." Iivcn lhough 
I'igurcs liw cxpcnclilures do not include ilccrui~ls (whicn miry Iw si:;nilicir,~l, given (hilt Ilic islirjorily 
0 1 '  suhprojccls arc i)f rcccnt origin), llic srrggcstion thid thcrl: is i1 shortirgc ol' I'unds docs l iL) l  
irppcirr k n i ~ l ~ l c .  O n  lhc conlrirry, ir rclirtivcly large irmourll o f  money rcnliri~ls lo  1)c spcnl Iwlwcf 11 

now irntl the cntl of llic project in Scptcmhcr 19%). Morcovcr, s inw lllc projcct Ilirs line-ilcol 
I'lcxihilily (is irhlc lo sliifL turds hctwccn hudgct lincs), il' sh\;ctirgcs irppcar. in o n c  :rrciI, l t i ~ s c  C i r l i  

Ilc covered with funds from i~nollicr ilrci1. 

Salilrics 
Consultants 
Travel cYc Transportation 
Allowances 
Comnioditics & Equipmcnt 
Other Direct Costs 
Ovcrhcqd 
Subprojccts 
Subcontracts 

'Total 
Amounts 
BudpAxl 

Expcndit urcs 
Expcnditurcs irs 13crccnt 

'To Datc r)S Amounts 
(Nov . Ruci~!ctcd 

JSI Accounting 

The  project accounting system enables project management clearly to identify costs 
i~ssociatcd with all project activities. Both funds and staff tinic arc tracked accordiny, to  an 
elaborate coding system. Specifically, time is tracked according t o  approxirnatcly 200 "activity 
centers," cach with its own codc. Activity centers include codes for subprojects, buy-ins, large o r  
complicated technical assistance asignrnents, workshops, modulcs, non subproject activities for cach 
country, and other discrctc activities such as medical monitoring, administration, program 
evaluation, commodities managenrent, newsletter, and applied research. Thus, it is possible to  
develop an accurate picture of both funds allocated and time s p a i t  on  most project ende;;vors. 

3SJSI Semi-Annual Report and work plan fo? P r o ~ r a c Y c a r  Four, April-September 1988, p.42. Thc 
tcxt states: "due to the scarcity of both financial and human resources we now know that nlahy interesting 
activities may be foregone in ordcr tn adhere to contractual tcrms." 



At j)rcsc~it, iiccording to project rn,;~ni~gcmcrit, tlic lcvcl ol' :~tlniinistr:~liv(: vs. 
o l ) ~ ~ i ~ l i , . ) ~ ~ i \ l  c :~~)cnt l~ l \ i i c~  incurred by I'nlcrprisc rrppcri\rs iq)proprii~tc. Over the litst llmx: YCiIrS, lllc 
iivcr:iKc i1lnof~nt spmt  on j)rogrm iidn~inistrc~tion hiis Ixcn iipproxi~~~iitcly 21.5 pcrccnl (scc 'llirl)lc 

I'Y 1 
I'Y2 
E'Y3 

Of the tc~tal Entcrprisc budgct of $27.7 million, about one-third is dcsignatcd as 
sccd money (subsidies) for ~uSproject5.~~ Othcr principtil costs associated with the subprojects ;rrc 
I'or the dcvclopmcnt and rronitoring of the sub?rojccts by Entcrprisc staff. Thcsc arc opcrationi~l 
costs in suplwrt of thc subprojcct.z, but arc distmct from thc subprojcct budgct item. 

Thc contract had cstimatcd that up to $10,000 in sccd money would be spcnt pcr 
subprojcct, but, on avcragc, the outlay has bccn lowcr -- approximately $86,000. The rangc, 
imwcvcr, i s  corisidcrable -- from as low as $4,000 for the Gambia Family Planning Scminar to 
'$532,571 for the H I 0  subprojcct in Egipt (see Appendix E, Table E3). Thc lack of spccific 
guidclincs on cppropriate icvcls of spending makes it i~npossiblc to judge wllcthcr the amounts in 
qwrstion arc appropriate. Because tbc projcct, at leilst initially, did not dircct the projcct to 
minimizc costs, it is not even appropriate at this point to attempt to judge whethcr thcsc funds 
have bccn alloci~tcd in a cost-effective mamer. This is obviously a serious issuc: At this point, 
ncarly $2 million has k c n  spent for subprojcct funds with no clear evaluation indicators that would 
provide a basis for assessing whcthcr these funds have: been spent wisely, 

xAdministrative costs reflect time spcnt by headquarters staff on administrative activities (e.g. budgeting, 
logistics). All other costs are attri5utd to the operational budget. 

T h e  original budget outlined in the Enterprise project psper was estimated at $39.4 million, of which 
approximatly $19 million was to be used as seed monq (subsidies) for subprojects. Based in large part 
on JSI's rcsponv to the Requcst for Proposal (RFP), the contract budget was reduced to $27.7 million, 
with most of the cuts cming from the subproject category. Tlre current subproject budget line is $9,487,340. 



Subproject dcvclopmcnt costs arc vcry high, in  part 11cc:;tusc US.-based Entcrpriric 
staff and consultants carry out thc aascssencnts, project dcsign xtiviiics, arld cor.tractuar 
arrangements that i l K  cs!;cnlial Lo laurich thcsc activitics. The timu: nccdcd to dcvclop subprojccts 
is much grcatcr in some countries than in others. In Zhmbis, Indoncsia, and Zimbabwe, on thc 
basis of one, two, and thrcc trips, two, thrcc m d  thrcc subprujccls rcspcctivcly wcw dcvclopcd. In 
Morocco, on the othcr hand, it took numcrous trips to  launch just two subprojects. Ucspitc thcsc 
differing patterns, it  is fair to say that most activities require multiple trips, oftcn with scvcral staff 
mcmbcrs and/or ctrnsultants. Entcrprisc staff maintain t h a t  1,ecause the pro'cct is brcaking ncw b ground, subproject dcvclopmcrit rcquircs morc timc and cffort than would c nccdcd to set up 
more cstablishcd hmily planning programs. They bclicvc, however, that investing staff time in thc 
field to thc m,uirnurn cxtcnt poss~ble results in bcttcr dcsign and managerncnt. 

Moalltorinv Costs. Entcrprisc staff appcars to have pursr~cd monitoring and 
backstopping vigorously and conscientiously throughout the project. A great deal of cxpensivc travcl 
time has consequently been spcnt in this area. Ihcse costs are clevakd still n o r e  bccause 
Enterprise is operating in a large n u m b e ~  of countrics. A concentration and intensification of 
cfforts in fcwcr countrics (15 or  20, pcrhaps) would certainly have reduced costs. Instead of a 
headquarters staff member making a trig to v~sit m e  sir~gle country for one single subproject, as 
has frcquently occurred, economics of scale could havc k e n  realized. 

Entcrprisc is quitc similar to the many othcr Of i ce  of Popuiation centrally fundcd 
projects with a US. basc and worldwide activities, and, ?t this point, it is impossilk to  judge 
whether Enterprise's costs are com~arablc  to other such program, or  whether they are h~gher. 
Bccausc of the vast span of act~vitics and thc slow pace of regionalizatim, howcvcr, thc 



I ~ V ; I I ~ I ~ I I ~ O I I  in Ihlcrprisc rcli:rs Sirst t o  pfi)1?1';1111 cv;~lu;tlioq -- thiil is, ovcr.;rll 
cv;ll~~itiion of the wlwlc Ilntcrl)risc f)rogrirm. In iuldition, cvitlui~lion plirrls hilvc I)ccn crc;rtctl ; I I ~  

wriltcri inlo mimy intlivitluid suhprojccls; this is r ; n ~ j $ : & ~ ~ ; ~ I t t ; ~ I i o ~ ~ .  

Ncithcr the MIS nor cvirlui~tion wi~s givcn ~ I I C  pronnincncc tlcscrvccl t lurir l~ tllc Sirs1 
two ycirr!; ol' ttlc rojcct. I t  was not until ycilr thrcc thitt i t  was tlccitlcd to set up iin MIS, and arl 
r:vi~luittion ~ p c c i i ~  I! 1st w,rs no! hircd until Scptcmhcr IOSUI. 

11.5.2 M;in;~gcment Information Systcm 

II Dcvclopmcnt of  im MIS 

R ) r  the first two y c : m  o f  the projcct, rcliltivcly little attcnlion was givcn l o  the 
clcveloprncnt of a co<r;dinatcd MIS. Thc MIS spccdis t  on the stal'f had the job of dcvcloping MIS 
systcms williirl spccilic subprojccts, not with creating a comprchcnsivc MIS system. 

By early 1988, however, the projcct had lxgun to assemble thc data that would fbrm 
thc tmis  of such a system, including all r cpr t ing  forms required of subproject sti~ff and all mcmos 
sctting forth mi~nagcrncnt policies o r  proccdurcs. To ctxlify and improvc on  thcsc, an MIS working 

grO'll' was cstablishcd. Later that ycar, the just-hired evaluation spccialist took ovcr the task oS 
dcvc oping a full-blown M E J B  

For practical purposes, ycar thrcc was very latc to  start dcvcloping an MIS. 
Information that could have been made available carlicr and used for management improvcmcnts 
is only now he inning to tricklc in. As thc MIS is just being brought togcthcr and routinized at this 
timc, it is har j to determine as yet whcthcr any revisions arc necdcd. 

Nonethclcu, two weaknesses appcar to exist that diminish thc MIS's uscfulncss as 
a management tool. The first arises from the kinds o f  datii being collected from thc field: k. , .  the 
heavy cmphass  o n  service statistics to  thc exclusion of qualitative data on  the subprojects 
thcmsclvm (see Section 4.5.1). The  second relates to the confusion that surrounds subproject 
classification, which has Icd to shuffling of subprojccts u o m  one category to another to demonstrate 
pcrformancc with relation to  o n e  o r  anothcr project objective (sce Scction 5.3). 

lo S c ~ c e  Statistics 

Thc  scrvicc statistics collcctcd for the MIS have not yet proved useful as a tool for 
modificaticn of subproject activities o r  regional o r  country strategies. Instead, changes arc  made 
based o n  tield visits and phone calls by headquarters monitors. It is likely that, unlcss thc  MIS is 

JBScptember 1988 Project Management Review. 



cx~~r r t I (x l  to ~ I I ~ I I ( I C :  q ~ ~ ; ~ l i i ~ ~ t i v c  ( I r r t r t  o i l  w(:Ir irt:tivitic;s ils 11%; c!'!i)rk, tri~hir~j!, c o o d i w ~ t i o ~ r  will1 
1 1 1 ~ :  1mI)lic: :;cclor ctc., i t  will Ibc: r;cccssirry to co~~l i r luc  l o  r c l  prirrwiiy 011 t t r c  ~ ) ~ ? I , S O I I ~ I I  i~ t~prcss io~is  
01' ~t~or~i!ors, I ~ ; I I I I C I ~  ~ I L I I I  l lrro~~gti d;rh ~ : ~ ~ I I I ~ I I R  l'rorr~ t11c Sic Y tl. 

Of cquirl coliccrlr is llic conl'using irrr-;ry 01' cirlcgorics th;rt hirs I~ccr~ crc:irtctl in lhc 
Ilirrrlc ol' :hc MIS or cvirluirtion irntl tllc I'rccluenl sliil'ling ol'.sub )ro ccls I'rort~ ol::: cirlcfiory l o  J J  irriothcr. A~norlg tlic dilkrcnt cirtcgc:rics irrc such dcsij;n;~tions ils thcrrrc or irpproirch," "irt:tivity," 
"rrlotli~lity," "rypc," irrrd "em )hasis." Ccrtirirlly, i t  is importilnt to iclcrllily whcthcr si~bpro,jccls ilrc 
crirl)l~)ycc-bi~scd. I V O / N C ~ ,  o r  N1)V (.)r S ~ I I I C  dcsigniltion thirt would dillbrcntiirlc mirrkct-hificd 
i ~ c t ~ v ~ t ~ c s  from those gcirrcd primirriiy to scrvicc dclivcry o r  mirni~gtimmt strengthening). I t  is also 
irnlmrlirnt to idcntily whirl. kinds of irctivitics irrc rcccivirig primircy (c.g., scrvicc tlclivcry, rcscirrch, 
tririning, ctc.) i~nd  whi;t kine1 of orgirnizetion is receiving irssistirncc (c.g., I'VO, I'i~ctory, pli~ntirtiot~, 
p i ~ r i ~ ~ t i ~ t i ~ I ,  c t ~ . ) .  

'I'hc cirtcgorics that hirvc bccn dcvclopctl, however, hi~vc n o t  hccn clcirrly clcl'incd. 
For c~;l ; ,~iplc,  one MIS document categorizing suhprojccls according to  "activity" lists the A.G. 
Ixvcntir. ;IS "marketing plan" wl~crcas i~nothcr MIS dtxumcnt lists it as 'TA/lrainin$." Likcwisc,thc 
1110 pi.ojcct in Empr IS listed in !he Sirst MIS documcnt ;IS "busincss strcngthcnmg" and in the 
sccond dtxumcnt as "scrvicc dclivcry." 

At the root oT the problcm is that thcsc catc~or ics  were crc;rtcd after the h c t ,  
more than two years into the project life, and thus tcnd to mlrror the lack of direction that has 
crept into the programming prmcss. Had the cl;rssilications been dcvclopcc! at the program start, 
they might havc scrvcd instcad to help guide thc programming process. Furthcrmorc, thcre would 
now bc far less question as to how subprojects should bc classified. T h e  nct clfcct has bccn that 
staff have bccn spending time on  micro-tinkering with classilications, which might havc bccn better 
spcnt in improving the MIS itself. 

8.5.3 Evaluaticn 

Although rogram cvalwtion guidclincs had been established early in the projcct, P these were rwt adequate y developed o r  kept relevant to project developments. With the h~r in  P of an cvali~ation specialist, the project has now produced a more detailed evaluation plan (dra t 
Enterprise Propram Eval~ation),  which contains many good ideas and reflects a great deal of 
careful thinking. 

The plan consists of 

1) Subproicct asscssmcs -- Sclccting :A samplc cf about 12 subprojects for intcnsivc 
cvaluation; and 

2) Special research projects: 

a. publication of a book-long monograph on  family planninp; in the for-profit 
sector ( to cover Enterprise's five-year experience, includmg successful and 
less successful subprojects); 



c. ;I s t ~ ~ t l y  ol' Ihcttrrs ~~ssociatcd with thc initietion ol' ctr~l)loycc-l)i~sciI (;rmily 
plirnning scrviccs; 

tl. ;I study of' collirhori~tion I~ctwccn IIOII-profit firmily pl:rnninj; ;~ssocii~tiorvi irncl 
prol'it-milking groups; irnd 

0 1 '  the two irpproirchcs, thirt of undcrtirkinb spccii~l studies \vould sccm to hc Inorc 
uscful. M;my un;rnswcrcd questions th:rl cut rrcross suhpro~ccls have irrisen in the course ol' project 
irnplcmeniirtion irnd thcsc s1)ccial studies should offer an cxccllcnt mcirns ol' exploring them. I b r  
illstilillcc, the Sirctor!; lhirb arc irsstn:iatcd with the initiation of  crnploycc-based subprojects (c) arc 
no t  yct clcirrly undcrstoocl hut irrc importirnt in tlcciding whirt lcvcl of subsitlicbs is irppropriirtc and 
to what dcgrcc cost hcncSit irnalyscs arc  ncccssirry. Likewise, furthcr rcscirrch is certainly wirrrirntcd 
on cost bcncfib irnd cost cl'l'cctivcncss rirtios of subprojects irrld on collnborirtion bctwccn PVOs and 
thc for-profit sector. 'Ilicrc arc, Inorcover, scvcrel othcr ;rrc;rs that irrc ri c l'or furthcr study. An 
anirlysis ol' what works hest in cniploymcnt-bascd Sirmily planning would c iin invirll~nblc irld for 
110th revising current subprojects programs and developing ncw ones. 

1 

Assessing individuid subpro ccls would bc a lcss pr(ductivc line of inquiry than thcsc 
spccii~l rcscarch projects. Moreover, thc d csign ol' suggested asscssmcnts is problcmatlc. First, the 
cight virriablcs that hirvc bccn identified for sclccting the sub~rojccts  will capturc viiricly but miry 
not yicld information about what works and under what conditions and thcrcforc would hirvc only 
limited ap~~licability. 

Second, the four "cvaluation stratcgics" presented (scrvicc cffcctivcncss, 
organization;rl change, NGOIPVO self-sustainability, and cost cffcctivcncss) arc not really 
cvaluation stratcgies but rathcr a mix of projcct obiectivcs and evaluation critcria. For example, 
"scrvicc cfl'cctivcness" is an objective for scrvicc delivery subprojects and "organizational change" 
is indicator for assessing potential NGOIPVO sclf-sustainability. 

Third, the pcwasivc problem of how to  categorize subprojects once again arises in 
this plan. In addition to the misidentification of the Triangle subproject in Zimbabwe see footnote, 

essence it only provides trainine, and some technical assistance. 
4 Sec t~on  5.3), the Ghana Midwives subproject is incorrectly listed, identified as a - BV when in 

A more fundamental issue, however, relates to the overriding problem that a t  this 
point, Enterprise and A.I.D. d o  not see  eye to  eye on  what the Enterpr~se  project should be 
achieving. Consequently, there cLn be little consensus o n  what evaluation criterla should be used, 
other than the customary standard of dcliverables. As long as Enterprise and ALP). are not in 
accord as to the relative importance of increasin prevalence, being cost effective, and achieving 
sustainability in the subprojects -- o r  indeed, w X ether other criteria might be more appropriate 
-- it will be impossible for Enterprise to  come up whh a definitive evaluation plan. 

A second issue is that Enterprise's slowncss to address evaluation as a project 
activity is symptomatic of its not having capitalized on  opportunities to  explore what works and 
what does not in the private sector. The m~ssed opportunity to  document lessons learned can be 
turned around, however. The 62 subprojects develo d to  date  represent a wealth of new 
experiences in offering family planning services throug /? the private sector and time remains to 
analyze what lessons have been learned and to  apply them to  a follow-on project. , 



I 'I'llc )resent orgi~nimtioni~l structure docs n o t  ;rppc;rr optim;~l li)r ; ~ c h i c v i l ~ ~  the  st 
possi I dc  outcomcs from the project. ' lhc pro cct slructurc is too highly ccnlri~lizctl 
i ~ l d  tlicrc is ttx) limited use ol' rcgionid ilnc 1 in-country expertise lo sup )art fi'cltl 
i~ctivitics. Other constr;rints include: top lcvcl dccisiorl-rnakinfi, not cnoug I i privi~tc- 
scctor cxpcrtise within the st::':': cod no1 cnough independent iruthority in thc I'icltl. 
11;rtl Enterprise conl'incd ;rctivitlc~ to u smaller numhcr o f  countries, Iw!tcr use ol' 
regional ;rnd in-country pcrsonncl would hrrvc hccn possible. 

I Suhprojcct dcvcloprncnt and monitoring cost!; arc hilh due to Ilntcrprisc's 
ccntrirl~xd ;rdministrativc irnd monitoring structure, a prob f em compoundctl both by 
the Iirrgc number o f  subprojccts ;~nd  the many countries in which they arc Iocirtctl. 

I I3cciiusc iIn MIS is just k i n g  brought togcthcr iind roulinizcd ;it this time, it is loo 
cwly to dctcrminc whcthcr irny rcvisions ilrc nccdcd. 'l'hc process o f  ci~tcl;orizing 
:iubprojccts, howcvcr, is confusing (;rpparcntly even within the projcct, and t5c 
cirtcgorics do not correspond directly to objcctivcs set l i~rth in the projcct design). 

Evaluation plans wcrc n o t  ;rdcquntcly dcvclopcd at the outsct ;IS p;rrt oS the project 
dcsign and precise critcriir Ibr cvalu;rtion wcrc ncvcr ngrccd upon by A.I.D. and JSI. 
At this timc, howcvcr, cxccllcnl opp?:tunitics exist to undertake ii comprchcnsivc 
study oT progress and lcssons i~irrncd from thc progress to date. 

Rccornrncnda t ions 

Project Organization and Stafting 

1 (8) The E31tcrprisc prop'cct should hire additional staff with cxpcrtkc in the 
p k a k  scctor pcrhaps as short-krm c;onsultanb o r  advisors. The Office of 
Population should attcmpt to determine how other private scctor projccts 
(TIPPS and SOMAKC) have solved the problem of A.I.D. salaries. 

2(8) Subproject dcvelopmcnt and monitoring (including backstopping and the 
provision of technical su p a t  to subprojccts) should brxorne less ccnt.ali;cod. 
The lines of authority s ! oula be altered to rovide more responsibility for 
dccision making to the project monitors an a regional staff. 

3(8) Enterprise should place more s t a E  in its regional o f f i ~  and give thesc: 
offices p t c r  authority to dcvclop and implement subproject act% tics. This 
is desirable now to the extent it is feasible and practical and essential for a 
follow-on project. The roles and responsibilities of the regional advisors 
need to be clarified. 

4(8) Where possible, Enterprise should attempt ta hire in-country rcprcscn tativcs 
in all countries where the program has a substacSal amount of subproject 

""Y In-country representatives could play a major role in the 
conso idation and information dissemination activities that should be carried 
out during the remainder of the project. 

w) If it remains impossible to identify a CTO with commercial sector expertise, 
technical advice should be provided in this area on an ongoing basis. 



12.11.1). should carry out u study to  rcvicw tllc nubpro CCL cIcvcIo )111(:nl imd 
irnpic~nerilatior~ c;c#;tn ru;r;<u;iirtccl with ccntrrrlly funtlcc i projlccb 1 i 1.11 l~ravc a 
worltlwiclr: lmc .  This would help t o  idcntiljr wrrys of hcttcr untlcrst;rntlil~j: 
thcsc costs, :io (hilt they might potcnhlly I)c rcttuccrl, not ordy li)r Ihtcrprisc 
but other I'uturc progrirnis iu wcll. 

7~ A.I.D. irntl JSI should n~twlib thc hudgct ciltcgorics irs ncctlctl t o  ~ I C C O ~ ~  with 
c h ~ ~ ~ c s  in the project stri~tcgy rccommcntlcd clscwhcrc in this rcporl. 

MIS i~nd I lv;rluirtion 

go() 'Ihc p n j w t  should p n d  with ils c f i ~ r l s  lo tlcvdop a wmprchcnsivc MIS 
illat can tK: a d  us an ciTutive t ix~ l  for bclth monitoring and cv;~luation. 
'I'hc MIS should gilther not only xrvicc rtatislics but a h )  clal;rlilirtivc 
ir,nlimnation about uclivitics xuch ui training, I I X ,  motivation and spin-<rTT 
~ K w k  that may have cwurrcd. 

Critcria to t ~ :  usuI for ~villuilting projwt prformuncc and su-s (and thus 
also the pcrformancc of Lllc contractor) should hc dctcrrninccl us part of 
a p i n g  on  pn~jcct  objwtiva (sm Kccomwndation 1121). A limilcd nunibcr 
01 basic categories and the criteria for judging clTcctivcncss should be agrccd 
upon. A.I.D.'s CTO acrt Enterprise's cvaluation specialist should Lakc thc 
Icad in this activity. 

1 O(8) b i n g  which privatc scctor family planning appn~acbcs hiwe b a n  
s u c u s f u l  and undcr what circumstances should bc the major objcctivc 
during thc remainder of  this project. Enkrprk staff should ana lya  
systcmutimUy and thoroughly what has bccn lcarncd and what yucstions 
rcrnuin unanwcrcd. A scrics of working papers should be rcduccd 
reflecting the mnclusions rcacbcd. Papcrs might be d c v c ~ o ~ c J '  on thc 
following: 

%If-Evaluation. Enterprise should rank all its subprojects to idcntify those 
judged by the projcct to bc most effcctivc. 

Lessons Lam@d Within Subproject Categories 'This would includc 
preparation ol background documents (analyses o r  issues papas)  on  what 
is known to date (including both ex erience of others prior to Enterprise 
and what has been learned through knterpr!se) o n  the five major types of 
programming undertaken to date. 

Em~lovrnent-based family plannin~: What works best. 
Such a study would need to differentiate amon the various types of work 
sites: those where most employees are women; t 8, ose where most employees 
are men but the employer provides health care to  dependents; and those 
where most employees are men and the employer provides no services to 
dependents. 

Health-care markets: Such a study should include documentation on 
problems encountered and solutions found. 

Helpinn PVOs to become more businesslike. 



'Ilrcsc i~nirlys~s should hc initiirtcd irrrrecdiiltcly irnd prclin~in;rry l)ilp(!r!i 
con~plctctl within ir rr~irttcr of' wccks. 1s:;11cs l iw which irnswcrs c o not 
currently exist should be idcntil'ictl. 'lhc docurricnts prtxluccd should hc usctl 
irn~nctliirlcly ;mil during thc r a t  o f  the projccl t o  ppiclc ilccisions ;~l)out IIOW 
best to invcst A.I.D. l'unds. 

S ~ l s l : r i n ; ~ .  'I'his sl~oultl ;~ t~ i r ly~x  whirl c;rn rcirlisticirlly he cxpcclcd in thc 
P. 

;rrcir ol' sustirin;rl)ility (scc I ~ c c o r ~ ~ ~ ~ ~ c t r t l i ~ t i o ~ I  O(41) 

(:()st-~I'l'cctivcncss. 'I'his should kx)k irt wllicll scrvicc delivery suhprojccts irrc 
IrIorc cost cl'li:ciivc and which irrc lcss so (scc Rccon~rncndrrtion 714)). 

Costs. 'Illis should look irt costs o f  providing firmily plirnning services through -- 
the privirtc sector. 

t'rcwnt catcgoriation cNorls should k w t  i ~ i d c  and subpn)jwts rcclrrssilicxl 
according to  thc main catcgorics s t  forth in thc projcxt da~gn: PVOINGO; 
hplcrymcnt-hauxl/cmployc.c bcncfit plans; and "Ilcalth car<: markcis." Thc  
calcgory of NLW Ilusincss k n t u r c s  should bc droppoJ. "NGOPVO" should 
be used only h r  organizations that arc truly pravirtc, uon-govcrnmcntal 

anizations. Subcatcgori~i and cross-cutting catcgorics (c.g., scrvicc 
could thcn bc adopted that correspond to thc terms of thc project 

wcll as to tcrms used in thc private sector). 
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Evaluation Methodology 



I .  '1'0 cxitr~~iric wl~cthcr l l ~ :  project W ~ I S  conccpluillizcd i~ntl tlcsigliccl in ;I way t l i i ~ t  will 
pcrlx~it i t  to rwct its ohjcctivc ol' dcvcloping ;lnd cxp;~nding I'irrnr~y plimning service 
clclivcry in tllc privi~lc scctor; 

'7 .-. '1'0 dctcrminc whctlicr revisions rcjyrding implcmcntation, buclgct, rml ~nonitoring 
;rrc wi~rrimlcd ill this timc; antl 

3. To provide in1i)rmiltion thilt ciln be usccl liw designing rr  lidlow-on priwlc scclor 
Iimily plrlnning projcct (scc Scopc of Work, Appcntlix B). 

'I'cam members antl skills rcprcscntcd on  the tc;lni wcrc as follows: 

Barbara Pillsbury - I-Icallh arid Rrmily Planning Evaluation Specialist 
John Akin - Econoo-i ist 
David L,ogan - Fini~ncial and Corporate Social Policy Specialist 
Sigrid Andcrson - A.I.D. Family Planning Specialist 
Matthcw Fricdman - Family Planning Spccialist 

The methodology consisted of intcrvicws and documcnt revicw in Washington D.C., 
intcnsivc licld visits in two project countrics (Zimbabwe and thc Philippines), intcrvicws with Asia 
and Africa rcgional staff, and solicitation of input from other countrics via qucstionnaircs and 
tclcphonc calls. The cntirc process, with report drafting, took place ovcr an approximately threc- 
month period. 

Evaluation of a centrally funded project being implcmcnted in many countries 
prcscrlts an unusually complcx problcm. To undcrstand thc projcct ovcrall, evaluators must make 
some Geld visits but cannot visit morc than a fcw of thc countrics in which thc projcct is being 
implemcntcd. This evaluation thus cxperimentcd with using mailed self-rcsponsc qucstionnaircs to 
gain input from countrics not visitcd. (Enterprise opeiatcs in ovcr 40 countries, only two of which 
wcrc visited intensively by the team.) 



'I'hc l'ivc tcirm ~ncrrll~crs workcd togctllcr I ' rol~~ .Iitnuitry 9 t o  I:cl)rur~ry H, 1089. Ow 
wcck w;i:; S ~ X : I I I  in Witsliitigton, tlicri three weeks in the f'icltl f ~ l l ~ w ~ t f  by i l  hitlf week hitck in 
Wi~sliington. 'l'tlc I'irst tlircc tlilys ol' tlic cvirluittion wcrc dcvotctl to i t  'l'citrn I'litnning Meeting 
('I'PM). 'l'llis irlcludcd ;In overview ol' the project's initiirl conccpluirlizitlion i111tl tlcsign, tlctitilctl 
review of the cvirlu;~'ion scopc 01' work, itntl tlcvcloprncnt of ir workplitn lijr the  licld visits. 'l'hc 
tcitm workcd closely with A.I.D. pcrsonncl throughout the  'I'PM to  cnsurc thilt itn untlcrslitntling 
wits rcitchccl with rcgiirtl to the purpose i ~ n d  scopc of  the assignment. Following the TPM, two days 
wcrc spent nicctir~g with Entcrprisc personsel a t  John  Snow Inc (JSI). An i~ssortmcnt 01' reports 
t locun~cnts  and rccords wcrc i~lso rcvicwcd throughout the  evaluation (scc Appendix D). 

Field visits took p lwc from January 15 to kb ru i l ry  3. Ten  days wcrc spcnt  i l l  both 
the Philippines and in Zimbabwe. Team members met with rcprcscntativcs from the host 
govcrnrncnts, USAID missions, and with the implcmcnting orglnizations. 7'hc field visits included 
t r i p s to  Baguio, Ccbu,  and Bulacan in the Philippines and, in Zimbirbwc, to Plulirwayo and vilrious 
sitcs north and south of  I-Iiirarc. A visit was also madc e n  routc t o  Nairobi whcrc JSI's rcgionid 
office is locatcd irnd whcrc JSI is implementing an A.I.D. bilateral private scctor projcct that, in 
many ways, was a model for thc Entcrprisc project. 

Following thc licld visits, thc tcam rcgroupcd in Washington t o  prcscnt prclimini~ry 
lindings and to gather further information from JSI and A.I.D. A draft report was prcscntcd to 
A.I.D. and a formal dcbricfing for thc Oflicc of Popuht ion  was hcld on March 20 followed by a 
prcscntation to JSI  senior staff o n  March 22. 



Appendix B 

Scope of Work 



4 I .  Bac  k q r o u n d  . 
1 

f ~ .  R . I. D. Carnrn l tmen t  to Priuatc S n c t o r  F a m i l y  P l c ~ n n * n g  

l ' r a d i t i o n a l l y  , a .  I. 0. has assisted p u b l i c  t lnt , ,Lies  and P r i u a t n  
V o l u n t a r y  O r g a n i z a t i o n s  (PVOs) t o  Improve  the a u a d ? . a ~ i l i k y  o f  
family p l a n n i n g  s e r u l c e s  i n  LDCs. While t h e  r o l e  0f t h ~ s e  
I n s t i t u t i o n s  is  c r u c i a l  t o  the establishment rand uxpnnslan of- 
farnihj p l a n n i n g  s e r u i c o s  i n  t h a  d e u e l o p i n q  w o r l d ,  0 ,  . l o o .  
r e c o g n i z e d  t h a t  t h e  Qgency s populnt lon procyWnm ~rlould a l s o  
b o n e f f t  f rom a more cornprehensiua  e f f o r t  ko h c o r p o r - a t e  the  
e x p e r t i s e  and  c h a n n e l s  o f  d e l i v e r y  found i n  the p r o f i t - m a k i n g  
p r i v a t e  s e c t o r .  Slnca  t h e  1 9 7 0 s ,  C o n t r t u c s p t i u e  Retai l  3 n l a s  
( C R S )  and C o n t r a c e p t i v e  Social M a r k e t i n g  (CSMj r e s a n r c h  aiid 
s e r u i c e  d e l i v e r y  p r o j e c t s  have auqmentod p u b l l e  and t r a d i t i o n a l  
PUO a c t i u i t i e s  and f o r m  an i m p o r t a n t  p a r t  o f  R.I.O,'s 
p o r t f : A i o .  However ,  s o c i o e c o n o m i c  Wands i n  3QmQ R.I.0. 
r e c i p i e n t  c o u n t r i e s  s u c h  as :  1) the increasing numbar af 
citizens who a r e  p a r t  of t h e  money economy; 2 )  t h e  i n a b i l i t y  
of p u b l i c  p rograms  t o  meet t h e  growth targets set by LDC 
g o u e r n m e n t s ;  and 3) t h e  s u c c o s s  o f  p r i v a t e  h e a l t h - c a r e  
markets ( s u c h  as social i n s u r a n c e  o r  Fee-COP-service  s c h e m e s )  r 

indicate that LDC p o p u l a t i o n  programs c o u l d  F u r t h e r  b e n e f i t  
From a d d i t i o n a l  p r i v a t e  s e c t o r  p r o j e c t s .  

To a d d r e s s  t h e  issue o f  d e v e l o p i n g  Fami ly  p l a n n i n g  programs i n  
the  profit and n o n - p r o f i t  p r i v a t e  s e c t o r ,  I . .  a u t h o r i z e d  t h e  - 
e s t a b l i s h m e n t  o f  the E n t e r p r i s e  Program i n  September, 1 9 8 5 .  
E n t e r p r i s e  i s  one o f  t h r e e  p r o j e c t s  in t h e  O f f i c e  sf Popu la t i ?n  
w h i c h  F o c u s e s  s p e c i f i c a l l y  ( t h o u g h  n o t  e x c l u s i v e l y )  on t h e  
p r i v a t e  commerc ia l  s e c t o r  ( t h e  o t h e r  p r o j e c t s  are SOMRRC a.nd 
T I P P S )  . 
0 .  The Mandate o f  t h e  E n t e r p r i s e  Program.  

T h e  E n t e r p r i s e  Program c o n t r a c t  (OPE-3034-C-00-5072-00) 
states t h a t  t h e  c o n t r a c t o r  will f o c u s  assistance on t h e  
F o l l o w i n g  areas : 

o Auomentinq t h e  c o u e r a a e  and t v p e s  o f  F a m i l v  p l a n n i n a  
seruices o f f e r e d  bv f a m i l v  p l a n n i n q  PVOs i n  G . I . 0 .  r e c i m e n t  
c o u n t r 2 e s  w h i l e  improvinu the o r q a n i z a t l o n ' s  business skills b v :  



~ u b p r o j ~ c t s  will expand PUO uFFicioncy o r  c o u o r a q e ,  and 
w i l l  include a s s i s t a n c e  I n  araar;; s u c h  a s  F i n a n c i a l  a ~ ~ n l y s a s  to  
d e c i d e  among f e rn - fo r -serv lca  a l t e r n a t i u a s ,  l o g i s t i c a l  and 
accounting techniques and d u s l g n i n q  porc,onnak, t i m a  manaqoment 
a n d  j n c a n t l u a  s y s t n r n s  . 

I n c a r a a r n t l n a  f a m i l v  p n n n  I n t o  e x i s t l n a  commercia l  0 --- --. 
c h a ~ n n e l s  . S u b c o n t r a c t s  w i t h  f o r - p r o f i t  c~mrnercial channels  

-,--- 

* -  Tru:ir i ing new p e r s o n n e l ,  f i n a n c i a l  s u p p o r t  management  and 
e v a 1 , u a t i o n  a s s i s  ta irce;  and 

- Deve lop ing  m a r k e t - b a s e d  p r o c u r e m e n t ,  dis tribu t i o r l  and 
i n f o r m a t i o n  a n d  educa t ion  s y s t e m s .  

Q p r o j e c t  amendment  w a s  issued by R . E . D .  o n  J u n e  1 ,  1 9 8 7  t o  
a u t h o r i z e  c e r t a i n  c h a n g e s  in the c o n t r a c t ,  The E n t e r p r i s e  
P r o g r a m  w a s  asked t o  place a greater e , ~ p h a s i s  or1 w o r k i n g  w i t h  
t h e  c o m m e r c i a l  s e c t o r  and to r e d u c e  t h e  number of a c t i v i t i e s  
w i t h  p r i u a t e  w o l u n t a r y  o r g a n i z a t i o n s .  k s  a r e s u l t ,  tcle p r o j e c t  
amendment c h a n g a s  the  t a r g e t e d  subpi-0jec.k mix to SO with 
c a m m e r c i a l  s e c t o r  o r g a n i z a t i o n s  a n d  3 0  w i t h  P U O s ,  

C .  The  E n t e r p s i s a  P r o a r m  C o n t r a c t  Oeliuerables. 

I n  o r d e r  t o  a c h i e v e  t h e  a b o v e  a h j e c t i u e s ,  t h e  E n t e r p r i s e  
c o n t r a c t  (as a m e n d e d )  calls For  a number o f  o u t p u t s  and  
d e l i u e r a b l e s .  T h e s e  a r e :  

1) D e v e l o p m e n t  of f i f t y  (SO)  s u b c o n t r a c t s  w i t h  p r i u a t e  
s e c t o r  e n t i  t i e s .  

2 )  O e v e h p f n e n t  of t h i r t y  (30) s u b c o n t r a c t s  w i t h  local 
f a m i l y  planning  PVOS . 
3 )  P r o v i s i o n  o f  a p p r o x i m a t e l y  160 person m o n t h s  of ad hoc 
t e c h n i c a l  a s s i s t a n c e .  



a )  W a r k b a s a  Family P l a n n i n g  

6 )  P l a c e m e n t  of  F i v e  ( 5 )  long-term r n q i o n a l  a d v i s o r s  F o r  
approximately two  years each to play a rnu-jor role  i n  t h o  
d e s i g n ,  m o n i t o r i n g  and suppor t  o f  s u b p r o - J a c t s  in a giucmn 
r e g i o n .  

7 )  Submission o f  workpl.ans, t r t p  r e p o r t s ,  and briefings; 
mon t h Z y  F i n a n c i a l  uouchers : p r o 1  ect m o n i t o r i n g  and 
semi-annual  r e p o r t s ;  r e g i o n a l  advisor r e p o r t s ;  
c o r r e s p o n d e n c e  and special briefings. 

R e s u l t s  of Most Recent E n t e r p r i s e  Proqram Nanaaement  Reuiew. 

- fl r e c e n t  Management Review o f  the ~ n t e r p r i s e  P r o g r a m  
( F e b r u a r y  1 9 8 8 .  E x e c u t i v e  Summary at tached)  i n d i c a t e d  t h a t  

- a f t e r  two and a h a l f  y e a r s  of u p e r a t i o n ,  E n t e r p r i s e  i s  o n  
schedule o r  a h e a d  o f  i t s  o u t p u t s .  

TI. P u r p o s e  and Scope of  the f i r s t  E x t e r n a l  E u a l u a t i o n .  

The E n t e r p r i s e  c o n t r a c t  c a l l s  for two  e x t e r n a l  evaluations, one 
a t  m i d - p o i n t  a n d  t h e  o t h e r  a t  thn  end of the  p r o j e c t .  The 
p u r p o s e s  o f  t h i s  mid- t e rm ewalrration are :  1) t o  examine whether 
t h e  E n t e r p r i s e  P r o g r a m  has b e e n  conceptual ized and designed i n  
a w a y  w h i c h  w i l l  p e r m i t  it t o  meek i t s  object ive  of developing 
a n d  expanding f a m i l y  p i a n n i n q  s e r v i c e  delivery i n  t h e  p r i v a t e  
s e c t o r ;  2 )  t o  d e t e r m i n e  if r e v i s i o n s  r e g a r d i n g  a p p r o a c h ,  
d e s i g n ,  p r o g r a m m a t i c  i m p l e m e n t a t l m .  budget and m o n i t o r i n g  a r e  
w a r r a n t e d  a t  t h i s  time; and ( 3 )  to p r o v i d e  i n f o r m a t d o n  which  
can b e  used i n  t h e  d e s i g n  of t h e  Flollow-on n r i u a t e  s e c t o r  
family p l a n n i n g  p r o j e c t .  

C)n e n d e a v o r  as  new t o  f l . 1 . 0 .  as E n t e r p r i s e ,  which f o c u s e s  rnuch - o f  its e f f o r t  on w o r k i n q  with the p r i v a t e ,  f o r - p r o f i t  s e c t o r ,  
r e q u i r e s  r e v i e w  i n  a way t h a t  a s c e r t a i n s  w h e t h e r  o r  n o t  t h e  
c o n t r a c t e d - F o r  a c t i v i t i e s  hawe been adequately c o n c e p t u a l i z e d  



S p ~ ~ c P F  i . c a I I y .  t h a  a u e l u a t , i o n  u i i l  addrass khu Follolr~-incj 
q u a ?  t j , o n s .  The q u n r t l n n s  t h n t  n .  1.0 consddars  tho hiahest - .-- 
priority .- quplrAtifln% -__-__ _ _ _  a r e  rnnrknd w i t h  an astsrisk. The t ~ w ! n  shr1112d -. 
dnuo te rrior-fi t.A.rne and analcicnl. m f f  o r t  to ttlese q u ~ ~ t ' _ i c ~ n . ; .  
-.l.*llll----.~, - 

1* C o n c e p t u a l i z a t i o n  and Dasiqn.  1 s  the c o n c e p t u a l i z a t i o n  11 ---- 
a n d  d e s i g n  of the E n t e r p r i s e  P r o j e c t  (deurslopment of  
s u b p r o - j a c t s ,  p r o v i s i o n  o f  t e c h n i c a l  a s s i s t a n c e ,  and  e x e c u t i o n  
a f  c o s t - b e n e f i t  s t u d i e s )  an a p p r o p r i a t e  a p p r o a c h  t h r o u g h  whlch 
t o  lariqage t h e  p r i v a t e  s e c t a r  I n  Family p l a n n i n g  s e r v i c e  
d e l i u e r y ?  fire t h o r a  any p r o j e c t  deslqn a s s u m p t i ~ n s  that a r e  
f n c o r r e c t ?  a r e  t h e r e  other'  approachlas to increasrd the 
i n v o l v e m e n t  of t h e  p r i v a t e  s e c t o r  i n  family p l a n n i n g  s e r v i c e  
d e l i v e r y  w h i c h  might.  be t r i e d ?  What would  t h e  team recommend? 

Cons tra:!nts. Ore t h e r e  l aqa l ,  r e g u l a t o r y ,  policy o r  2 )  - 
commodi ty  c o n s t r a i n t s  imposed by R .  I. 0 . .  t h a t  inhibit i n v o l u f n q  
t h e  p r i v a t e  s e c t o r  i n  Family p l a n n i n q l  s e r v i c e  d e l i v e r y  o r  
i n h i b i t  a s s i s t i n g  PUOs in a c h i a u i n g  self-sufficiency? How do 
t h e s e  c o n s t r a i n t s  limit Enterprise's f n u o l v e m e n t  with PVOs and 
t h e  p r i v a t e  s e e t o p ?  Has t h e  a u a i l a b i l i t y  o f  c o n t r a c e p t i v e s  
been a p r o b l e m  i n  establishing self-sufficient proqrams? Ore 
t h e r e  r e v i s i o n s  in p o l i c y  o r  r e q u l a t i o n s  t h a t  can b e  made by 
t h e  n g e n c y  to f a m i l i t a t e  Enterprise' !; mandate? 

3 )  P r o j e c t  C o m m n e n t s .  HOW much w e i g h t  should be g i v e n  to 
each p r o j e c t  component  ( P U G S ,  Business Firms and New E u s i n e s s  
V e n t u r e s  ) ?  Would f o c u s i n g  more a t t e n t i o n  o n  one r a t h e r  t han  
t h e  o t h e r s  be  a more e x p e d i t i o u s  way t o  meet p r o j e c t  o b j e c t i v e s ?  

4 )  Reuisions. G i v e n  t h e  limited t i m e  r e m a i n i n q  i n  t h e  
c u r r e n t  contract, a r e  any r e v i s i o n s  r e g a r d i n q  d e s i q n ,  approach, 
a n d  q u a n t : i t y / t y p e  of  d e l i u e r a b l e s  w a r r a n t e d  a t  this t i n e ?  
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*4 )  I n i  t j .a l  F i n a n c i a l  S u p p o r t .  T h e  E n t o r p r i s a  c o n t r a c t  
s t a t a s  t h a t  " s u b c o n t r a c t s  ( f o r  market-basad a p p r o a c h a s )  can 
s u p p o r t  t e c h n i c a l  a s s i s t a n c e .  . . t r a i n i n g ,  o r  t h e  h i r i n g  of 
p e r s o n n e l  necessary t a  deliwar Family p l a n n i n g  s e r v l c s s  i n  t h e  
p ? - i u a t e  s e c t o r .  S u b c o n t r n c t s  c a n  also providln fo r  ' s e e d  money' 
ka defray the r i s k  o f  tak ing  on a new uenturcr i f  cost-sharad." 
what  e v i d e n c e  e x i s t s  t o  suggest that ~ ; I . f ~ . / E a t w r p r i s e ' s  
i n i t i a l  f i n a n c i a l  s u p p o r t  t o  b u s i n e s s  f i r m s  ("seed money1') i s  
nacessary t o  i n i t i a t e  company-based family p l a n n i n g  s e r u i c e s ?  
Would b u s i n e s s  managers  ba w i l ' l l n q  to i n i t i a t e  company-=based 
f a m i l y  p l a n n i n g  p raq rams  if  t h e y  ware s i m p l y  shown c o s t f b e n e f i t  
p r o j e c k i o n k  whicb r e v e a l e d  t h a t  m o n e t a r y  benef i ts  would b e  
g r e a t e r  than c o s t s  i f  t h e  company i n i t l a t e d  a f a m i l y  p l ann ing  
p rog ram?  Does t h e  a v a i l a b i l i t y  o f  "stjed money" enhanca t h e  
q u a l i t y  and p o t e n t i a l  f o r  s u s t a i n a b l l i t y  of s e r v i c e  d e l i u e r y ?  
OF t h o s e  f i r m s  g i v e n  " seed  money8' i s  t h e r e  e v i d e n c e  t h a t  
s u b p r o j e c t s  w i l l  c o n t i n u e  o r  i n t e n d  t o  c o n t i n u e  f a m i l y  p l a n n i n g  
s e r w i c e  d e l i u e r y  when E n t e r p r i s e  f u n d i n g  ends? Has the  team 
o b s e r v e d  a n y  common c h a r a c t e r i s t i c s  of firms mos t  l i k e l y  t o  
con t i n u e  F u n d i n g  of a c t f  v i t f  es after EP f u n d i n g  t e r m i n a t e s ?  

3 S u b a r o i e c t  C o s t s  and P o t e n t i a l  f o r  Cos t -Recouerv .  Have 
s u b p r o j e c t s  b e e n  d e s i g n e d  i n  ways that m i n i m i z e  s u b p r o j e c t  
d e s i g n ,  d e v e l o p m e n t  snd  s e r v i c e  deliuery c o s t s ?  Can Future 
E n t e r p r i s e  s u b p r o j e c t s  be des iq r l ed  i n  ways that I n c l u d e  

^ m e c h a n i s m s  f o r  c o s t - r e c o v e r y ?  What, if a n y t h i n g ,  can b e  done 
t o  rn in imfze  a n d / o r  recover c o s t s  e s p e c i a l l y  i n  t h e  design o f  
t h e  Fo i l aw-on  p r o j e c t ?  

4) ~ o n f e r e n c e s f D o c u m e n t ~ .  Have t h e  c o n f e r e n c e s  and 
t r a i n i n g  modules u n d e r t a k e n  by E n t e r p r i s e  t o  d a t e  been 
successful i n  a c h i e u i n q  s p i n o f f  ideas  o r  a c t i v i t i e s ,  e . g . ,  
f a m i l y  p l a n n i n g  s e r v i c e  d e l i v e r y  e f f o r t s  i n  the p r i v a t e  s e c t o r  
n o t  s u p p o r t e d  by E n t e r p r i s e ?  



1 ) Work-Hi rsnd F a m i l y  P'li~nn-lnq Proqrams/ t ion l  t h  M n r k o t r ;  . 
l . l l f:  k c u r n  !;hould onalyza t h o  s o r v i c o  . ; t o t i s & c s  p ~ o u i d o d  by  kha 
contractor o n  t h a  F o l l o w i n g  i n d i c a t o r 2  and a150 i n d l c a t u  
w h a t h e r  these  i n d i c a t o r s  a r a  a p p r a p r i a t a  F o r  d l 1  carnrnarcidl 
c h a n n e l  s u b p r a j o c t s  . 

* a )  Accaptorr. What is t h o  t a r g e t o d  nt~mber  a f  
a c c a p t o r n a n d  w h a t  i s  t h e  a c t u a l  number O F  F m l l y  
p l a n n i n g  a c c e p t o r s ?  To what e x t a n t  is t h e . p r o g r m  on 
t r a c k  i n  te rms o f  r a a c h l n q  the  t a r g e t o d  number of  
a c c e p t o r 3 7  ( a . g . ,  i f  t h o  p rogram 13 a t  the halfway 
m a r k ,  haue t h e y  roached 5 0 %  of t h e i r  t a r g o t a d  number 
of a c c e p t o r s ?  ) Ore p r o j e c t e d  t a r g e t  r a t o s  
r e a l i s  tic? Rre  they  t o o  lau7 IF a c c e p t o r s  have  n a t  
i n c r e a s e d ,  wha t  f a c t o r n  haua i n h i b i t a d  t h i s ?  What 
c a n / s h o u l d  f i . 1 . D .  and E n t o r - p r i s a  s t a f f  do t o  increase  
a c c e p t o r  r a t e s ,  e s p e c i a l l y  new a c c e p t o r s ?  

* b )  T r a n s f e r  Qccep to rs  and Mew Q c c e ~ t o r s .  What 
p e r c e n t a g e  a r e  t r a n s f e r  a c c e p t o r 3  and what  percentage 
a r e  new a c c e p t o r s ?  From w h a t  s o u r c e  were transfer 
a c c e p t o r s  r e c e i v i n g  s e r v i c e s ?  Were t n o s e  who 
s w i t c h e d  t o  the E n t e r p r i s e  p rog ram r a c e i u i n q  se ru i ces  
f r o m  t h e  p u b l i c  o r  p r i v a t e  s e c t o r ?  

C )  O r a ~ o u t  Ra te .  What is t h e  d r o p - o u t  r a t e ?  What 
reasons  a r e  g i v e n  f o r  d r o p p i n g  o u t ?  What can/should 
f l . X . D . / E n t e r p r i s e  do t o  l o u e r  t h e  d r o p - o u t  rate? 

d )  C o r ~ t r a c e o t i u e  P r e v a l e n c e .  R r e  d a t a  a v a i l a b l e  an t h e  
c o n t r a c e p t i v e  p r e v a l e n c e  r a t e  i n  t h e  p r o j e c t  a r e a  
and: (a )  w h e t h e r  it has changed s i n c e  the i n i t i a t i o n  
o f  t h e  p r o j e c t ;  and (b) how it compares t o  the 
d i s t r i c t / s t a t e / r e g i o n  t h e  p r o j e c t  is l o c a t e d  i n ?  

e )  =:fire there  any d a t a  a v a i l a b l e  on chanyes i n  K A P  
s i n c e  t h e  i n i t i a t i o n  of t h e  p r o j e c t ?  

f )  O u a l i t v  o f  S e r v i c e s .  HOW w o u l d  t h e  teem r a t e  t he  
q u a l i t y  o f  s e r v i c e s  p rov ided  ( e . g . .  method m i x ,  
a v a i l a b i l i t y  of c o n t r a c e p t i v e s .  e x p e r t i s e  of 
p e r s o n n e l ,  appearance o f  f a c i l i t y ,  t y p e  of  equipment)? 



t+ ~ n * ; t * / f ~ f ~ n 1 f v f I . t : .  Inlhut: aro t h o  ranul t s  o f  t h u  9 )  ..- 
c o s t - b c n u f i t  g k u d i o s  and what i m p l i c n t l o n s  d o  k h u y  
haua Far subprwj u c t  r;us t a i n a b i l i t y  aftfvr E n t r t r p r 1 . r ; ~ ~  
Funding ands and F o r  t h o  dar ign  of  a Follow-on 
pra- juc t?  Cluon t h a t  E n t a r p r i s n  p r a j a c t ~  a ra  
s h o r t - t e r m  i n u a s t m o n t s  w h i c h  may g a n o r n t o  s n r u l c r ! s  
and b e n o f i t s  f o r  yoars boyond t h o  t o r m i n a t i o n  o f  
E n t o r p r l s o  i nuo lue rnen t ,  p o t e n t i a l  f o r  i m p u c t  shou ld  
ba assoscad accordingly. 

* h )  C o s t s .  What a r u  costs a n d  r o c u p r e n t  c o s t s  pnr  
a c c e p t o r  and p a r  naw aceaptor? ~ a c o q n i z l n q  t h a t  
t h o s o  costs m a y  be h i g h e r  a t  s u b p r o j e c t  s t a r t u p ,  how 
d o  c o s t s  compare t o  o t h e r  similar p rog rams?  

* i) Couple Years s f  P r o t e c t i o n .  What i s  the t o t a l  CYP 
izor e a c h  s u b p r o j e c t ?  What i s  tha c o s t  o f  CYP Fur 
each s u b p r o j e c t ?  Does t h e  t r e n d  show t h a t  c o s t s  per 
CYP i s  d e c l i n i n g ?  What t y p e s  of subprojects proutdu 
t h e  h i g h e s t  l e v e l  o f  CYP a t  t h e  lowest c o s t ?  Do 
r e s p o n s e s  t o  these questions have any implications 
f o r  t h e  d e s i g n  of a follow-on p r o j e c t ?  

2 )  Familv Plannins P U O s .  For each PVO u l s i t e d  ( and  others 
i n - c o u n t r y  b u t  n o t  u l s i t e d  f o r  which data a r e  a u a i l a b l e ) ,  
t h e  team s h o u l d  a n s w e r  t h e  i o l l owi ,nq  q u e s t i o n s .  

* a) Improued  B u s i n e s s  Skills. 6s a r a s u l t  of E n t e r p r i s e  
a s s i s t a n c e ,  how have PUOs updated and improued  their 
s y s t e m s  For f i n a n c i a l  and human r e s o u r c e s  
management?  Is the team able to  identify any a c t u a l  
r e s u l t s  of  P V O ' s  i rnpraued business s k i l l s ,  e . g . ,  a r e  
P U O ' s  p r o u i d i n q  s e r v i c e s  i n  a more c o s t - e f f i c i e n t  
manner o r  have t h e y  been ab le  to i n c r e a s e  cove rage  or 
coverage p e r  dollar o f  i n p u t ?  What e l s e  canJ shou ld  
f l  . I . D .  a n d  E n t e r p r i s e  do  t o  a s s i s t  PUOs t o  d e v e l o p  
their b u s i n e s s  s k i l l s ?  Have PUO a t t i t u d e s  toward the 
n e e d  Fcr b u s i n e s s  skills and the p r i v a t e  sector 
c h a n g e d ?  
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1 )  What a r c  t h o  l a s s a n s  lanrnod t a  data r n g n r d i n g :  a )  t h c  
k i n d s  of  p r i u a t a  sackor a r q n n i z n t i a n s  most: likely to d a u c l o p  o r  
a x p a n d  F a m i l y  p l a n n i n q  scruicos  For t h e i r  o m p l o y e m s ;  b )  how 
b e s t  to c o n u i n c a  tha p v i u a t o  s e c t o r  ko establish f a m i l y  
p l a n n i n g  s e r v i c a s ;  c )  t h o  d e m e n t s  o f  successful d o s i g n  o f  
e m p l a y e e - b a s e d  p r a q r n m s ;  d )  haw s o r v i c e  de l luery  c o s t s  can be 
m i n i m i z e d  and how some project c o s t s  can be r e c o v e r e d ;  and e )  
how best: to  a s s i s t :  PUOs t o  draualap stratagic plains f o r  
s u s t a i n n b i l i t y ? .  

2 )  Based o n  t h e  l e s s o n s  learned to date,  hrow can 
E n t e r p r i s e  and B . I . D .  f u r t h e r  re f ine  and improve t h e  e f f o r t  t o  
d e v e l o p  f a m i l y  p l a n n i n g  s e r v i c e s  i n  the p r i v a t e  sector, 
e s p e c i a l l y  with respect  t o  t h e  curent p ro jec t?  

3 )  Hhat  specific changes and hprouamants should be made 
by  FI. .L . O .  in designing a Follow-an p r o j e c t  aimad a t  increasing 
p r i v a t e  sector i n u o l u e m e n C  i n  f a m i l y  planning? 



Appendix C 

Analysis of Responses to Questionnaires 



Wliilc tlic I'icld visits wcrc under wily in tllc I'hilippincs i~ t l t l  Zi~nbi~l~wc,  the 
con~;~lctcel cjucstionni~ircs wcrc rcturncd to I'OP'I'LZCII. I%llow-up plionc c:~lls ;~nd  tclcxcs wcrc 
:,,,ctl to rctricvc qucstionni~ircs thi~t Ili~rl not bccn rcturnccl. 

As 01' 1:chruary 20, 10H.0, ;I totirl o f  30 qucstionn;~ircs had bccn rcturncd -- ;I SO 
~)crccnt return rate. Thc numhcr 01' qucstionni~ircs hy gcogri~phic region i~nd  category wcrc i ~ s  
l'ollows: 

Liltin Arncric;~ 2 
AsialNcar E i ~ t  7 
Africa - 9 
'Total 18 

IVO Susti~in- Ncw I3usincss 
i~ l> i I i tv  V c n l u r c s  Totd 

Summaries of  answcrs to thc qucstionnaircs arc provided bclow. In some cases, 
rcsponscs from thc thrcc formats arc groupcd together to provide an overall look at a particuli~r 
question, while others arc format specific. Each summary indicates whcthcr qucslions arc combined 
or scparalc, c.g. (EBP), (PVO and NBV), (All thrcc categories), ctc. 

Qucstionnairc Rcswnws 

A Taking into auwunt thc provision of hcrrlth and social wclfarc and othcr scrviccs 
providcd by your company to  cmployccs, what priority would you givc to family 
planning scrviccs (High priority [lo], low priority [l])? PIC;= explain your ranking. 
(EBP) 

The average priority rating given for family planning scrviccs in employmcnt-based 
cornpanics was 7. Thc answcrs rcflcctcd a scnsc that family planning was one clement out of a 



Wcrc filrnily pl;rnning r;crviw prov idd  l)y your cornpuny prior to t l ~ c  IL11~:rpri.w 
program'! 

. If' y e ,  dwxilx: thc Icvcl of  funding on  ;in annuill basis. W,LS fwding for thcsc 
irctivitia prtrvidal by your company o r  ii donor irgcnq o r  b ~ t h i '  

If fi~mily plirnning was not p rov idd  k f o r c  the Entcrpriw program, what was the 
motivating factor Tor starting family plirnning? (EI3P') 

Twclvc out of 15 qucstionnirircs indicirtccl [hilt family planning scrviccs were I~cing 
provided in somc lixm prior to thr: progr im Scvcn oi' thcsc cornpirnics wcrc receiving either 
funding, tcchnicirl support or contraccptivcs from a donor o r  loci~l family planning organization, c.g., 
ILO/UNFP.A, Govcrnmcnl, FPA, FPIA ctc.; whilc live statcd Ihi~t all costs were borric by !tic 
company. Six of the companies pointcd ou'  \hilt thc scrviccs provided prior to the Entcrprisc 
contribution wcrc limited ilnd "low-profile." 

C. k x c r i k  thc  history of your relationship with the E n t c r p r i .  Program and thc 
rcamns that Id you to  work with Bntcrprisc. (All thrcc categories) 

Many of  thc rcspondcnts (14) indicated that Entcrprisc approached them concerning 
thc dcvclopn~cnt of somc typc of collaboration. Whilc thcsc exploratory visits began in 1985. most 
rcspondcnts who providcd a timc frame stated that their first contact with Entcrprise took place 
in 1987 (6). Othcr ways in which the rclationship was dcvclopcd includcd rcfcrrals from USAID 
missions (4), rcfcrrals from othcr organizations involved in family planning (4), and exposure 
through Entcrprise workshops (3). Entcrprise appcarcd to begin with fact-finding visits which 
included a motivational componcnt. Follow-up visits appeared to providc support for subproject 
conceptualization and proposal devclopmcnt. 

Thcre were t i ~ o  major reasons cited for working with Entcrprise. First, scvcral 
oiganizations statcd that Enterprise had similar objcctivcs with rcgard ; placing emphasis on 
finding ways of becoming morc cast-effcctive o r  self-sustaining (PVOs). Second, cmploymcnt-bascd 
respondents emphasized that Entcrprise offered an cffective way for them to upgrade and/or 
improve their prcsent family planning activities. The pcrccivcd need for family planning programs 



The most signilicant chirngc suggcstcd for providing technical ilssisti~ncc was thirt 
additionid follow-up and site visits be rni~dc (5). 'Two i.cspondcnts indicirtcd that morc insight wils 
nccdcd into administrative activitics such ;IS subproject and Iin;rnci;rl reporting. Two others statcd 
that Entcrprisc did not always understand the difficulties I'ilccd in implcmcnting programs in 
developing countries. Additional s~lggcstcd changcs includcd morc long-term tririning, rcl'rcshcr 
training, study tours, iin in-country person to support projects, a budgct for unforsccn activities, and 
equipment such as computers. Nearly all of thc suggcstcd changcs came from thc cmployrncnl- 
bascd category. 

E What impact hiur this support had on  your organhi ion,  if my? Spcc-ificully, how 
has Entcrprisc assishncc hclpcd your organhiion's cnpobilitim in inwmc gcncration 
and managcmcnt? Arc you able to  identify any actual rmults of your organimlion's 
imprrovcd busincss skills, c.g., arc you able to provide scrvices morc c a t  cflcctivcly, 
o r  to  incr@asc coverage pcr dollar of inputs? Would you rccommcnd any changcs 
in this regard? (NBV and PVO) 

Out of 13 qucstionnaircs returned, thrcc rcspondcrits indicatcd that it was too early 
to idcntifjr impact, while another three did not provide an answer. Thc remaining scven indicatcd 
that thc Entcrprisc program had improvcd their operation in somc way (e,g., in ability to  render 
services, improved managcmcnt skills, ctc.). For cxinmple, thc MEXFAM Community Doctors 
Projcct rcportcd that the "Enterprisc project input made MEXFAM, as an institution, morc aware 

- and interested in fighting to  upgrade self-reliance." In another example, the YKB Foundation 
indicatcd that "our management system is more streamlined, and our organization;l goals are more 
clearly defined so  that our activitics arc morc cost cfficicnt." Finally, PPA Zambia stated that 



C i .  Will your orl:ani~alio~l Iw: ;hlc to k w m c  xIf-sustirining us a r ~ u l l  of En1crpri.w 
i~ssist;lnw? IIave o t l w  firctom i n l l u c n d  the likclih(~xI of your organinition's 
1w:corning sclf-su$tiririirig (q. other donor sopport, uncxpwlcll uuls ,  ctc)? If so, 
plci~w indiwtc thc ilrnount (in US. dollars) of uddiiionul funtb gcncru ld  unnuidly 
by Entcrpriw support rhi~t h i~s  Id or will l a d  to sustainabilily rind d w r i b c  thc L 

prcxxrs through which this has c w u r r d .  (YVO) 

Out ol' the six responses, none l'clt thirt it would bccomc totally sclf-sustaining irs 
a rcsir It ol' the Entcrprisc con trihulions. I-Iowcvcr, nci~rly all indicated that the projcct would help 
to cover somc program costs, thus hritlging them closcr to this goal. For example, projections by 
thc CPAIMC Ultrilsound project (Bri~zil) show that the projcct would contribute 12 to 16 percent 
to the overall I)udgct during the second yciir. MEXFAM stated thilt somc of its activities would 
l>ccomc self-sustaining i1s a result of the Entcrprisc project; in this casc, $64),00 gcncratcd by 
customcr l'ccs would sustain the doctors working in thc clinics. Thc YKB foundation pointcd out 
that niost of its clinic; wcrc prcscntly sell'-sustainhg, and the organization itsclf was moving in this 
direction; howcvcr, more time was required to achieve this end. 

II. What additional support wuld bc pTWidLX1 by Entcrprisc to makc your organization 
more cTFcctivc in the futurc? (PVO and NBV) 

Elcvcn out of the 12 rcspondcnts provided cxamplcs of additional support that would 
miikc thcir prograrnic~rganization more cffcctive in the future. The major requests wcrc for 
additional funds and support to start more program activitics. In this regard, the PVO responses 
focuscd on establishing more programs relatcd to income generation and sclf-sustainability. 
Tcchnical assistance of various forms was also recomrslendcd (2.g. additional training, improvcd 
business dcvctoprncnt techniques, increased administrative and managerial sl~pport, etc). Oihcr 
requests includcd IEC materials, financing for final evaluations, funds to puf-lish a final model 
dcscription, additional contraceptive mcthrxls, exchange programs with other countries, and secd 
monks to  begin business activitics and to open additional clinics. 



Wlrj~l is tlrc l ikc l i l r (~~I  01- IIIC ~ x ~ r a l i ~ a ~ ~ ~ t ~ i o ~ a  of l h i ~  p ro ju t  wIw:la 1htt:rpi.w f~rlrtlinj! 
r:ntLtl 1l;rvc otllcr I;li:lor~ inll~~col;txl llu: likclilawxl of y w r  o r p i m l i o n  IWKA)III~II;~, 
~l;c:lf.fi~u;lrli~lin~,'t If it will Ix: c;oalirauc41, wlarrd will Iw: Ihc Rourw of C I I I I ~ ~ ~ ?  Will Lhc 
prt+,L Iw tcalircly =If H I I S ~ I I ~ I I ~ I B ~  11 r a u l t  of  Ihalcrprk r m h t r r r u  o r  will olhcr 
t y ~ u  of tlonor r~."iisLat~tx: Iw: wuj$l L o  a)nliratre llic p r o j a l l  (NW) 

'I'wo ol' ll~c rcspontlcnts s1;tIctl t t ~ i 1 1  i~dclitionitl tcchnicirl irssistrtncc would slill l ~ c  
nr:ctl~d in llic I'ulurc. Al)Ol'I,Al;AM (I)orninic;~n l<cpul)lic) l'cll thi~l  i t  would rcquirc t cch~ic i~ l  
i ~ n d  I'initn~ii~l supj)ort I'rom the 1-ktcrprisc program li)r e rcason;~blc tirnc period. MEXI:AM itlso 
pointc~l o u ~  thitt its clinics would rlcctl tcchnicitl assistitncc and supplies in thc future itnd tliirt 

f'untling lor this would be provided l)y MIiXFAM stitl'f I'undcd by II'PF. 

J. 1Iavc you undcrlakcn any studidfin;~ncial projwtions which indicab in dollar tcrm. 
htnv Enlcrprisc rts.~istanw will contribulc to  o r  r a u l t  in financial suqtuinability? 
What wcrc thc  mi~jor firrdir~g of thcsc: s tud i s /  projcctiom? (NBV) 

I'wo of the five suhprojccls have carried out stuJies/ linancial projections which show 
how E~tc rpr i sc  funds would contrihutc lo financial self-sustainability. As part of the Prota 
(Mcxico) Project, a brcakcvcn, self-sul'l'icicncy analysis w:!, ,:tone during April, 1988 to nicasurc 
rcvcnucs from the distribution of IUDs that could support operating costs. This study estimated 
that 8,000 units must be uistributcd to brcr~k even. Thc Price Waterhouse subproject was set up 
to implcmcnt an analysis of two of Enterprise's subprojects in Zimbabwe. The  study is still under 
way. 

Would you hove initiatcd family plurming activities without Entcrprisc Program 
funding if your company had simply bccrr shown a cost-bcnclit study suggesting t h e  
would bc substantial monetary k n c f i t s  to the company by providing family planning 
scmiccs t o  em ployccs? (EBP) 

Eleven employment-based rcspo;~dents indicated that they would have initiakd thc 
programs in some form without Enterprise .,isistancc. Two reported that the program would not 
have been initiated wcre it not for Enterpise funding. The reasons for this were attributed ta 
budgetary restraints (APROFE, Ecuador) and cost-benefit studies wcrc needed to  convincc 
employers and employees (CIS, Bolivia). 



0 i 1 t  01' I11c 12 rcspo~is~~s,  I'our lklt 111;lt i t  W:IS loo c;rrIy lo dc lc rmi~~c  this, ;111olhcr 
t111w I'cll tl1;11 they coirltl not. 11;rvc Iowc:rc:d cosls or i1lcrc;rsccl I)cncl'ils, while the rc~t~;~ining ('I've 
gave cx;ll~l)lcs 01' ways i l l  which cosls coi~lr.l I)c rctlucctl. 1;or cx;~~iq)Ie, VIIA ( I ' l ~ i ~ i h ~ i d )  i~~dic;~Lcd 
111;11 u s i q  n~;rilctl repolls inslc;rd ol' ~nor~l l~ ly  visits would rctlucc costs. On tlic other hilntl, t hey  
i1ls0 j~oi~ltcd out ~ I I ; I ~  this rt~iglit s t i1l4i~c t h e  c;ll);~l)ilily of the voluntocrs over titnc. I~onrho 
(%irt~l);~bwc) l'clt Lhirt i l  col~lcl lower cosls hy being rnorc sclcctivc in recruiting trilincrs ;~nd il' the 
cornmitnicnt 01' top mirnirgcnlcnt were secured ;I[ the onsct. IJgilndir Ihxwcrics !;ti~tcd that uLilizirig 
locillly av;rilirI~lc rcsourccs (c.g., ~ I ~ I ~ I ~ O W C ~ ,  tr;ritling l'i~cilitics) would lower costs. F'riguii~ Society 
(Guinc;~) llioughl i t  could cut costs Ily training two more rriiclwivcs so that scrviccs coulcl 11c 
provided ill1 thy instci~d ol' just during the morning. I t  illso Iklt that micro-computers would ;~ssist 
with tllc cost-l~cncl'it study. It should Ilc ~ic.tcd that most ol' thcsc cxi~rnplcs arc related to spccil'ic 
nccds Sound within cilch orgmization's project as opposed to spccilic fi~ctors rclittcd to Enterprise':; 
conlril)ulion. 

M. Wha: c f k t  has thc family planning pnlgram had o n  your company o r  on thc 
attitudcs and bchavior of cmployws'? (EBY) 

Out of t h c  14 rcsponscs to this question, all indicated positive clTccts itssociirtcd with 
t h e  L'irmily planning programs. Answcrs to this qucstion can bc catcgoriad into two groups -- 
~Sl'ccts on the company and changcs in employee attitudcs and behavior. Responses to ihc 
company bcncfit aspcct includcd a rcduction in the number of clinical visits (prcgnancics, STD ralcs 
and occupational injuries), a rcduction in abscntccisrn, an increase in productivity, and morc 
ircccptance of  fimily planning by compiiny officials. Thc Guthric Planation sihprcjcct rcportcd that 
t h e  program "reduced Iirbor disputes, improved cmploycc morale, made the cnvironmcnt in thc 
camps morc pleasant, and provided a grcatcr sense of' community within thc plantation as a whole." 

With regard to changcs in cmploycc attitudes and bchavior, most of the rcsponscs 
fc,cuscd on a grcatcr awareness, acceptance, and increased dcrnand/use of contraceptives as a result 
of the program. 1hc Friquia Socicty subproject reported that following thc project's launch, 
workers publicly authorized the company to provide contraccptivcs to their wives arid daughters 
cvcn if thcy did not accompany thcrn to the clinics. This signalled a significant change in attitude 
toward family planning. 



With rcgilrtl t o  cclucirtion, the (juthric su1)projcct indiciilcd Ihilt ;dl fi~nlily plirnning 
ctluci~tionid programs nccd to  he  i ~ t  ;I I'ar more h;lsic lcvcl thim hilt1 hccn rcal ixt l  previously. I1 
wcrlt o r 1  t o  say thirt communication cl'li~rts ~ ~ c c c l c d  to put emphasis o n  thc  visual impi~ct.  'I'hc CIS 
program :;*I ppwtcd  the rlcccf for c d u w  ion by stilting that "cduc;rtion is still ;I ncccssilry con~poncn  t 
of  I'i~mily pli~nning xt ivi t ics  both Sc~li :r:,&+ ;yyrs  it11d cmployccs." T h e  h n r h o  subproject rcportcd 
th i~ t  pcoplc iippcarcd t o  be  willing to c1 p:rimcnt with family phnning  mcthtxls providcd they wcrc 
"cclucatctl, informed, cncourirgcd  ill,,^ lollowed up." They illso discountctl t he  myth that lower stiltus 
crnployccs wcrc unwilling to adopt filmily plmning. 

0. IIow ~m your family planning program bc improvd b makc it morc  cffcclivc in 
t h c  future? (EBP) 

T h e  rcsponscs t o  this qucstion can bc  catcgoriwd into thrcc groups: 1) the nccd 
t o  incrcasc services, 2) thc  nccd to  improve existing services, and 3) thc  need to  integrate the 
family planning program into thc existing health activities. Typical suggestions relating to  increasing 
scrviccs focused o n  the  need for morc medical staff, an  increase in t he  numbcr o f  hours that the 
clinics wcrc opcn,  incrcascd group discussions with workers, and additional training. T h c  Rcnguct 
Corporation felt that a company-bascd and supported Voluntary Surgical Contraception Ccntcr  
would help to  incrcasc the use oC contra(;cptivcs. 

To improve the  present scrviccs being providcd, r e s p n d e ~ t s  suggested that morc 
f'amily planning training b e  providcd, tIhdi other  health workers be  engaged t o  participate in the 
family planning efforts, that improvements be made in the  capabilities of thc  factory-bascd 
volunteers, that  communication t o  workcrs be improved, that leff'orts be made t o  ensure that 
distribution facilities become more accessible (e.g., morc flexibility in hours), that morc regular 
follow-up be  providcd, and that active involvcmcnt of  t op  level rnanagcrs, company administrators, 



locirl a~~thoril ics,  opinion Icatlcrs irnd tcrrcllcrs be clicitctl. I'hc Population Center k)und;rtion 
rcportctl t h t  its progrms could he improved with morc r cd ing  matcriirls, irudio/visuirl 
prcscnhtions, icc:ti~r~:s/scmin;rrs, rcguli~r Ibllow-up, regular I'ccdhirck from the firmily plirnning uscrs, 
and continuous cducirtion m d  motivirtional activities. In anothcr c;rsc, thc Guard Group felt thirt 
programs would bcncl'it I'rom irn cxchirngc of' cxpcricnw for program mmagcrs by providing thcm 
opportunities t o  visit othcr Enterprise progrirms. Scvcrid projects cmph;rsizcd the uso of inccntivcs 
f'or ircccplors. 

Scvcral ol' the qucstionnirircs discussed the nccd for hmily p1anni.g Ali)rts to be 
intcgr;rtcd into othcr hcdth services provided. For cx;rmplc, the Guthric Plantation subprojcct 
suggcstcd :hat the program be combincd with thc wcll mothcr ;ind baby clinics. 

P. To thc bt of your knowldgc, what is the iikclihcxd of your firm's continuing thc 
family planning propam whcn E n l c r p r k  funding ends? What will influcncc this 
daision? If you havc done c a t - k n c l i t  studics o r  othcr studies, has thi. aflcctcd 
your dccbion'! (EBP) 

Most of  tkc rcspondcnts indicated that they would more than lilccly continue the 
programs o ~ ~ c c  funding had tcrminatcd (13). Thrce questionnaires statcd that this was bccause thc 
company was tirmly bchind thc Samily planning cffosls. Another two statcd that this was bccausc 
the program had shown itmlf to be effcctivc. Factors citcd for determining if the program will 
continue tcndcd to focus on employcc motivation and participation in the program ovcr timc. 

In thrcc cases, the awilability of resources was discusscd as a possiblc issue. For 
example, the APRBFE subpr+ct indicatcd that the program's continuation would depend on the 
"economic resourccs avrdablc at the timc, and the financial situation of the country." The Guthric 
subprojcct statcd that the program dcpcndcd on the "availability of assistancc from A.I.D. agencies 
to continuc and dcvclop new stratcgics for health, welfarc, education and community dcvclopmcnt." 

Although many of the subprojects had yet to carry out cost-benefit studies, five 
indicated that thc rcsults of these studies would play a role in deciding the direction of the 
prcgram. For example, the FRIGUIA Society subprojcct reported that the factors that would 
reinforce the dccision to continue the program ,included "the reduction of the number of 
pregnancies and the savings in medical costs involved, and the potential benefits expected from a 
reduction in fertility rates." Three others reported that cost factors would have no  bearing on their 
decision. A project's overall performance and outcome was also considered to be an important 
contributing factor in some cases. 

Q. Kccping track of employas who have participated in the family planning program 
is not always casy without the establishment of a monitoring and cvaluation systcm 
to gather, malyzc and use the family planning data. Was the subproject originally 
designcd to include such a systcm? If not, why not? Have you subscqucntly 
establish& a system? How uscful has your monitoring and cvahuation system bccn 
in helping you to improve project dccision making? 



Eleven of the employment-bascd subprojccts had somc form of MIS systcm in place, 
whilc three others wcrc in thc proccss of developing onc. Thc sourccs of information rcportcd 
include baseline survcys, li~llow-up survcys, monthly activity rcports, and spot checking. In somc 
cases, computer analysis and study of data wcrc, undcrlaken using somc form of cost/bcncfit trxking 
system. 

Thc information collcctcd through the MIS appears to be of usc to many of thc 
subprojccts. For ex amp!^, Guthric statcd that "thc monitoring and svaluation information has bccn 
uscful in dc!crmining project priorities and also in highlighting the nccd for information on othcr 
aspccts of hcalth information." Uganda Breweries rcportcd that the system "aids in asscssing 
acceptors, results of cffcctivc frimily planning practice and evaluation of costs involved." Finally, 
BAT Zimbabwe statcd that thcy are kccping adequate information to enable them to m ~ k c  
decisions. None of thc projcct.~, rcsponding to this question rcported that the MIS did not s e w  
a purpose. 

nc samc In one case (Trirrnglc), thc qucstionnairc rcportcd that the company set uy t' 
MIS approach followcd by thc Zirnbabwc National Family Planning Council. 

R Hwc you either alone o r  in collaboration with the E o t e r p r k  Program wndcrtakcn 
studies to lcarn about the contraccptors you intend to scwc? If so, how have you 
uscxl the findings of thesc studics? (EBP and NBV) 

Eleven out of 16 employment-based responses indicated that they had carried out 
studies to  lcarn more about their contraceptors. One respondent stated that they relied on prior 
cxpericnce, while two others had yet to carry out any study. The methods used to collect the 
Information included survcys and K A P  studies. Nearly all of the questionnaires stated that the 
rcsults of thcse studies were used to improve some aspect of the project. For example, the PDA 
subproject stated that "knowing the level of needs, awareness and knowledge of the employees in 
the factorics, was a guideline for YDA to  operate and control the project." Guthrie used the 
infarmation "firstly to  identify levels of KAP; secondly to determine priorities and thirdly to sensitize 
the volunteers to the situations they were likely to encounter." Finally, Benguet used the finding 
"in tRe development of IEC materials for the community, in designing the training programs for 
the motivators, and in devcloping techniques in the approach and motivations t o  be used by the 
family planning workers, scheduling services and the overall service delivery system." 

With regard to the NBV subprojects, two out of the four respondents reported that 
they had used studies. The other two did not respond to  the question. MEDFAM stated that they 
used studies conducted by other agencies and research teams to  improve its strategy. PROYECTO 
PROTA carried out a study of IUD users to see the impact of IUD use over a period of 15 
months and to learn more about IUD acceptors' age, parity, previous choice of contraception and 
source. 

From what source were transfer clients receiving family planning services prCYiousIy? 
Public sources (e.g., govcmunent h d t h / P B P  programs) or private m u m a  (e.0 
private sector physicians)? (EBP and NBV) 



Out o f  the 12 EBP rr:spon!;ca, thrcc slated that transfcrs camc from the public 
scctor, thrcc slated that they came liorn the privatc scctor, and fivc statcd that thcy camc from 
both public and privates sourccs. One  qucstionnairc rcportcd that transfers cemc from a prcvious 
progr;lm. Public sourccs identillcd included p m n m c n t  hc::l!h/population programs, NGOs, end 
cornmus~iiy-based distributors (FPA). Private physicians and drug storcs wcrc named ;IS pri:q:rtc 
scctor sourccs. 

Out  of thc two NBV icsponscs, both stated that transfers camc from public and 
privatc :;ourccs. The YROTA program rcported that 83.2 pr:rwnt were from privatc sourccs and 
16.8 pcrccnt were from thc public scctor. 

T. What arc the cons~minb rw.:hing projalcd targcts? (EBP and NBV) 

A varicly of constraints to rcaching projcctcd targcLs was providcd in thc EBP 
rcsponscs. They include lack of co~rdini~t ion betwccn timcs when cmployccs arc able to visit with 
motivators or thc clinic (3), limited !ransportation (21, poor availability of supplics and comrnoditics 
- IUD kits (2), use of seasonal workers who cvcntually leave (2), IEC component dclaycd or 
problcmatic (2), ignorancc of available family planning rcsourw,  negativc family planning rumors, 
political instability, high child dcaths due to  poor health which results in increased pregnancy, strikes 
and labor disputes, male resistance to family planning, limited transportaticn to contraceptive source, 
rcsistnncc to using a particular contraceptive method (e.g., condoms j, feeling that family planning 
is thc woman's responsibility, and traditional bcliefs and customs. 

With regard to thc NBV rcsponscs, the answers were more detailed. For example, 
the M E X F W  cmmmunity doctor projcct rcported that site selection has constrained some clinics, 
the difficulty of finding doctors who will work in depressed areas, and the prices of drugs being too 
high for the socio-economic conditions. The Prota project stated that the main problem has been 
the delay in the performance of the postal service to attend to  requests from physicians outside the 
Mexico City Metropolitan area. A r d h e r  problem has been competition from the black market 
offering IUDs at a cheaper price. 



Attachment One 

Three Questionnaire Formats Used 
Employment-based, PVO S~stainability 

and New Business Ventures 



ENTERPRISE PROGRAII EVALUATIOtl (Employment-Ba.;ed) 

A .  Proaram Backsround 
'i 

1. Subproject Cmntry: 

2. Subpro~~ct Title: 

-..-- Subproject blunber: 

Impl~menrlna >.aency ---- 
ijusiness Firm: 

Key Personnel: - -. 

Subproject Duration: Years Starting and 
Completion Date: 

Enterprise Contribution (USS) by Year: 

!!hat 
iIXS I 

year 

-- 
TOTAL 

componmts does Enterpr~se fund (i.e. IEC, Training, salaries comnoditlss, 
a t c  and what is the level of funding (US Dollars) for each component by 
? 

I 
9. Local Contribution (USS) by Year: 

TOTAL 

10. Vhat conponents does Implemgntinu Xaency or business firm fund and what is the 
l e v e l  of fundinu (U.S. dollars) for sach component by year? 



Subproject Title: 

Subprolect Country: 

- (2-13 - 

EFITERPRISE PROGRAI,I EVALUATIObJ (Employment -Based 1 

Inplementing Aaency/ 
Business Firm: 

Your tJa.me/Tit le 

A. Proaram Purpose and Acthities 

1. Brrsf summary of the purpose of the sub-project: 

2 .  Describe all planned activities and achievements to date by completinu the 
f ollotrina matrix: 

Planned Activities Actual Achievement co Dats 



I .  Descrrbe tha staff involved in imulementinq the family plannina prouram. 
(F = fulltuna: P T  = part tlme). 

Superxisors 
Doctor 
Paramedic 
Nurses 

Female 



0 .  Program Desian 

1. Taklnu  I n t o  account  t h e  provision of h e a l t h  and s o c i a l  w e l f a r e  and o t h e r  serVr: ices  
p r o ~ l d e d  by your company t o  employees,  what p r i o r l t y  vould you g i v e  t o  f a m i l y  
p l a n n i n a  s e r v i c e s  (High p r i o r i t y  (101, low p r i o r i t y  (1) I ?  P l e a s e  e x p l a i n  your 
r a n k i n a .  

2 .  Vera faml ly  p l a n n i n g  s e r r i c e s  provided  by your  company p r i o r  t o  t h e  E n t s r p r i s e  
prouram? 

o  I f  y e s ,  d e s c r i b e  t o  what e x t ~ n t  ( t h e  l e v e l  of fund ing  on an annua l  b a s i s  I .  
Was fund ina  f o r  t h e s e  a c t l ~ i t i a s  p rov ided  by your company o r .  a  donor agency - 
o r  bo th?  

c I f  f ami ly  p l ~ n n i n q  was not  provided  b e f o r e  t h e  E n t e r p r i s e  program what was 
the  aoti-:atinu f a c t o r  f o r  s t a r t i n a  f a m i l y  p lanning?  

- - 
3 .  Desc r lbe  t h e  h i s t o r y  of your  r e l a t i o n s h i p  w i t h  t h e  E n t e r p r i s e  Prouram and t h e  

r e a s o n s  t h a t  l e d  you t o  work wi th  E n t e r p r i s e .  

4 .  Yhat form of a s s i s t a n c e  h a s  besn provided  by E n t e r p r i s e ?  How would you r a t e  t h e  
q u a l i t y  of t h i s  a s s i s t a n c e ?  Was more needed? Would you recammend t h a t  
E n t z r p r i s g  a s s i s t a n c e  be ch~.:~gsd i n  any way? If s o ,  i n  what way? 



- 5 .  Would you have i n l t l a t e d  f a m i l y  p l a n n i n u  a c t i v i t y  \ r i t h o u t  E n t ~ r p r l ~ e  Program 
J i u n d i n a  11 your comuany had s i m ~ l y  been shown a c o s t - b e n e f i t  s t u d y  s u g g e s t i n g  

t h e r e  would be s u b s t a n t i a l  moneta ry  b e n e r i t s  t o  t h e  company by p r o v i d i n a  f ami ly  
p l a n n i n a  s z r x c s s  t o  employees? 

6 .  Lookina back o v e r  your  program, a r e  t h e r e  any ways you would have lowerad c o s t s  L 

o r  i n c r e a s e d  b e n e f i t s ?  

- 7 .  Vhat e f f e c t  has  t h e  f a m i l y  p l a n n i n g  program had on your  company o r  on t h e  
a t t i t u d e s  and behav io r  of e n p l o y e e s ?  

8 .  What i m p o r t a n t  l e s s o n s  have been l e a r n e d  by company managers  and f ami ly  p l a n n i n a  
s ta f ,b  abou t  i n c l u d i n a  f a m i l y  p l a n n i n u  s e r v i c e s  i n  t h e  workp l ace?  

9. Hopr can your  f a m i l y  p l a n n i n a  prouram be improvad t o  make i t  mors e f f z c t i - ? s  i n  t h z  
f u t u r e ?  



10. a .  To t h e  best  of  your  knowl.edae, what i s  the  l i k e l i h o o d  of your f i r m ' s  
conr lnu lna  ?he f a m ~ l y  plannina  proaram trhen E n t e r p r i s e  f ~ n d i n a  ends? 

b. Vhar !,rill i n f l u e n c e  t h i s  d e c i s i o n ?  

c .  If you have done c o s t - b e n e f i t  s t u d i e s  o r  o t h e r  s t u d i e s ,  has  t h i s  a f f e c t e d  
your d e c i s i o n ?  

C .  Tarae'ced and Actual  Acceptors  

1. Keeping t r a c k  of amployees who have p a r t i c i p a t e d  i n  the  FP program is not  always 
s a s y  wi thout  t h e  e s t ab l i shment  of a  moni tor ing  and e c a l u a t i o n  system t o  g a t h e r .  
ana lyze  and use t h e  FP d a t a .  Was t h e  s u b p r o j e c t  o r i q i n a l l y  des igned t o  inc lude  
such a  rystem? If n o t ,  why n o t ?  Have you subsequent ly  e s t a b l i s h e d  sys ton?  Ho 
u s e f u l  has  your monitoring and e v a l u a t i o n  system been i n  h e l p i n a  you t o  i m p r o x  
p r o j e c t  d ~ c i s i o n  making? 

The i n i o r a a t i o n  r e q u i r e d  f o r  q u e s t i o n s  2 - 11 should cone from your a o n i t o r i n g  
and ev;i . iuat ion system o r  o t h e r  s u b p r o j e c t  r e c o r d s .  P lease  a t t empt  t o  anslier a s  many 
of t h e  q u e s t i o n s  a s  p o s s i b l e .  

A .  How many f a m i l i e s  a r e  you hopina t o  r e a c h ?  Is your focus on amployees and/or  
dependents?  What a r e  t h e i r  socioeconomic c i rcumstances?  - 



-a 

8. a .  Have you, o r  i n  co l l abo ra t i on  w i t h  t he  Ente rpr i se  Proaram, undertaken 
- s t u d i ~ s  t o  l e a rn  about the  con t racep tors  you intend t o  s e r v e ?  

b .  If s o ,  how have you used the f i nd ings  of t he s s  s t u d i e s ?  

- C .  a .  How many f a x i l y  plannina acceptors  do you hope t o  se rve  during the l i f s  of 
t he  p r o j e c t ?  

b. Lookinu back, do you think t h i s  t a r g e t  was r e a l i s t i c ?  

c .  Lookina forward, do you think your planned t a r o e t  w i l l  be i ,chieved? 

D.  Actual number of Acceptors a s  of ( d a t e )  Males Females 

Yes/No Tota l  Pieces  D i s t r i bu t ed  as of (da te )_  
E. Method Mix: Condoms 

Ora l s  -- 
I U D s  
S t e r i l i z a t i o n  (opera t ions  perf oraed) 
Other - 

F. What number and percentage a r s  new accep tors  (never used con t racep t ives  before)  
and what number and percentags  a r e  prsvious  o r  t r a n s f e r  acceptors  ( t hose  t ha t  
have obta ined con t r ac sp t i ve s  previously  from another sou rce )?  

Nunber of Mew Acceptors a s  of ( d a t e ) :  

Percentage of New Acceptors a s  of ( d a t a )  : 

Number of Transfer  Acceptors a s  of ( d a t e ) :  

Percentage of Transfe r  A c c e p t ~ r s  as  of ( d a t e ) :  - 



G. From what source were transfar clients receiving family plannina services 
previously? Public sources (i.e., government health/pop programs) or private 
sources (i.2. private sector physicians)? 

H. What arz the constraints to reaching projected targets? 

I. What are the numbers and percentaaes of those (by method) vho dropped out? 

Total Number of Dropouts Percentage 

By method: Numbar: Percentaue: 

Pill If you do not have exact figures, please 
Condom estimate the dropout rates. 
IUD - 
Foan 

J. llajor Reasons for dropouts: 



&oqram Rackaround 

Sukproject Country: 

Subproiect Title: 

Implementmu Agency 
Orgnnlzation: 

Telephone Number: 

Your Name/Title 

Other Kay Personnel: 

Subproject Duration: 

ENTERPRISE PROGRAN EVALUATION ( P V O )  

-- Subl.rroject Number: 

Years Starting and 
Completion Date: 

Enterpr:.se Contribution (USS) by Year: 

What components does 
the level of fundinu 

- - 

TOTAL 

Enterprise fund (i.a. technical assistance, etc) and what is 
(US Dollars) for each component by year? 

10. Enterprise Contribution (USS) by Year: 

TOTAL 

11. What comuonents do2s the Implementinu Aaency fund and what is the level of this 
funding (US Dollars) for aach component by year? 



Subproject Title: 

Subproject: Country: 
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ENTERPRISE PROGRAM EVALUATION (PVO) 

Implementina Auency/ 
Organization: 

Your Nnme/Ti tle 

A. Program Purpose and Activities 

1. Brief summary of the purpose of the sub-project: 

2 .  Describe all planned activities and achievements to dare by completing the 
followina matrix: 

Planned Activities Actual Achievement to Dats 



1. Describs the hzstory oE your relationship with t he  Enterprise Proqram and :he 

-- reasons that led you to work wlth Enterprise. 

2. What for2 oi technical or other assistance has been provided by Enterprise? How 
would you rate the qualicy of this assistance? Was more needed? Would you 
recommend that Enterprise tschnzcal assistance be changed in any way? If so, 
how? 

- 
3. What impact has this support had on your organization, if any? HOW, specifically 

has Enrerpris~ assistance assisted your organization's capabilities in income 
generation and management? Are you able to identify any actual results of your 
organization's improved business skills, e.g . ,  are you able to provide services 
nore cost effectively, or to incrsase coverage per dollar of inputs? Would you 
recommend any chanaes in this reqard? 



4 .  Will your orqanization be able to become self-sustaininq as a result of 
Enterprise assistancz? Have other factors influenced the likelihood of your 
organization 's becominy self -susta:ininq ( e  .g .  other donor support, unex'plactcd 
costs, etc)? If so, please indicate the amount (in U.S. dollars) of additional 
funds generated annually by Enterprise support thar. has led or will lead to 
sustainability and describe the process through which this has occurred. 

5 .  What additional support could be provided by Ehterprise to make your organization 
more effective in the future? 

- 

6. Would you recommend Enterprise assistance to other PVO's? Why or why n o t ?  



ENTERPRISE PROGRAM EVALUATION (New Business) 

1. Subproject Country: - Subproject 
Number: -, -A- 

Subyro j e c t  Title : --- 

Implernentina Agency -- 
Organization: 

Teleghone Number: Telex/Fax: 

Other Key Personnel: 

Subprolect Duration: Years Starting and 
Completion Datz: 

Enterprise Contribution (US$) by Year: 

What components does Enterprise fund ( i . e .  technical assistants, etcj and what is 
the level of fundinq (US Dollars) for each component by year? 

Enterprise Contribution (US$) by Year: 

- 11. What components does the Implsmentinu Aaency fund and what is the level of 
funding (US Dollars) for each component by year? 



ENTERPRISE PROGRAM EVALUATION (New Business) 

SubaroJecr Title: 

Sub~roiect Country: 

Implsmentina Auency/ - 
Oraanization: 

Your 

Prouram Puruose and Activities 

Brief sumnary of the purpose of the sub-prolect: 

2. Describe all planned activities and achievements to datz by completing the 
followina matrix: 

Planned Activities Actual Achievement to Date 
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8. Program and Desiqn 

1. Describe the history of your relationship with the Enterprise Proqram and the 
reasons that led you to work with Enterprise. 

2. What form of technical or other assistance has beei, provided by Enterprise? How 
would you rate the quality of this assistance? Was more needed? Would you 
recommend that Enterprise assistance be changed in any way? If so, how? Could 
you have carried out this activity without Enterprise support? 

3. What impact has this support had, if any? How, specifically, has Enterprise 
assistance upgraded your capabilities? Are you able to identify any actual 
results of your prograrn/organization's improved skills? Would you recommend any - 
chanaes in this regard? 

4. What is the likelihood of the continuation of this project when Enterprise 
funding ends? Have other factors influenced the likelihood of your organizatinn 
becorninu self-sustaining. If it will be continued. what will be the source of 
funds? Will the project be entirely self-sustaining as a result of Enterprise 
assistance or will other types of donor assistance be sought to continue the 
project? 



5. Have you undertaken any studies/financial projections which indicate in dollar 
terms how Enterprise assistance will contribute to or result in financial 
sus tainability? What were the malor findings of these studies/projections? 

6. What additional support could be provided by Enterprise to make your 
program/organization more sffective in the future? 

7. Would you recommend Enterprise assistance to others? Why or why not? 

8. If your subpr,.)ject has been designed to increase the delivery of family planning 
services , please complete the following as appropriate: 

A .  How many families are you hoping to reach? Is your focus on employees and/or 
dependents? What are their socioeconomic circumstances? 

B. a. Have you. or in collaboration with the Entsrprise Program, undsrtaken 
studies to learn about th2 contraceptors you intend to szrve? 
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b. If so, how have you used the findings of these studies? 

C. a. How many family planning acceptors do you hope to serve during the life of 

- the project? 

b. Looking back, do you think this target was sealistic? 

c. Looking forward, do you think your planned target will be achieved? 

D. Actual number of Acceptors as of (date) Males Females 

Yes/No Total Pieces Distributed as of (date) 
E. Method Mix: Condoms 

Orals 
Y J D s  
Sterilization (operations performed) 
Other 

F. What number and percentage are new accept~rs (never used contraceptives before) 
and what number and percentage are previous or transfer acceptors (those that 
have obtained contraceptives previously from another source)? 

Number of New Acceptors as of (date): 

Percentage of New Acceptors as of (date): 

Number of Transfer Acceptors as of (date): 

Percentaqe of Transfer Acceptors as of (date): 

G. From what source were transfer clients receiving family planning services 
previously? Public sources (i.e., government health/pop programs) or private 
sources (i.e. private sector physicians)? 



H. Vhat a r e  t h e  c o n s t r a i n t s  t o  reachinq p ro j ec t ed  t a r g e t s ?  

I. What a r e  the  numbers and percentages of those  (by  method) who dropped out?  

Tota l  Number of Dropouts Percentage 

By method: Number: Percentage: 

P i l l  If you do not have exact  f i g u r e s ,  p lease  
Condom es t ima te  the  dropout r a t e s .  
IUD - 
Foam - - 

J. Major Reasons f o r  dropouts: 
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Cost-benefit studies. 

Enterprise Program Family Planning Project . CosrlBenejit Sfudy, Phases One and n o ,  2;nrMkcr: 
Price Waterhouse. August 25, 1988. (Draft) 
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Table El: Overview o f  Enterprise Major Subproject Categories 

EhU'MYMEKT-BASED PROGRAMS 

Subprojects initiated under this a tegory  have provided 
xed m o n q  for establishing or upgrading family 
planning services within on-site d i n i a  in commercial 
companies. Funding has been used to  support a variety 
d activities including: establishment and monitoring of 
s e ~ ~ 5 c a ;  training of dinical personnel; dewlopment and 
distribution of 1EC materials; implemention of KAP, 
baseline, and a t -bene f i t  atudia; equipment; outreach 
activities; and clinic personnel. Nearly all of the 
subprojects under the category employment-based 
prc*rzm k!; under this heading. 

Under the mobi!c wmce w commodity distribution 
scheme, support is pmvided to a series of outlets o r  
factories where family phnning has not been 
atabiished. This model is used to  provide services lo 
smaller fadories that don't pmvide the scale required 
to allow onsi te  selvices to  be economically attractive. 

The contraaual s e ~ a  delivery model links firms to  
experienced PVO's and IPPF affiliatar to  obtain high 
quality clinical o r  technical services. In addition to  
serving accepton, this model enablcs family planning 
organizations to  cccover cosu by selling their services to  
profit making entitilia. 

Multi-site community outreach and referral approaches 
are d~%igned to develop an appropriate community 
referral network o r  pattern so that potential 
contraceptive acceptors can receive senices at many 
sites. This is onen used when firm managers cannot o r  
do not wish to manage on-site clinics themselves o r  
when no single family planning agency is available. 

PVO SUSTAINfu3ILrI-r 

A NGO Rcrounx  Mobilization (Inccme 
Gakaalioo) 

EP's support for resource mobilization programs focuse~ 
on helping NGOs identify and utilize resources ior 
rwenue generation. Project and technical assistance 
mechanisms have been used to  asskt NGOs to imprmc 
managerial capability and prepare businev plans for 
income generation schema. 

The EP has pmvided ass is tma to  NGOs in the a m  of 
cost containment, a n a b i s  and planning. Activities In 
this area attempt to define where and a1 what Imel 
resources are located within s PVO, h m  ihey can be- 
utilized, and h w  they should be allocated a m  
various secton and setvices in a given NGO. To 
facilitate this work, the EP pmduced a manual entitled 
Assessine Your O~anizational Assets: A Manual for 
Managen of Private Voluntary Omanizations Invoked 
in Famihr Planning. 

As part of this approach, the a p e r i e n a  and training 
capabilities of local PVOs have keen translated into 
opportunities to earn revenue while fulfilling their 
organizational manda!es. 

NEW BUSINESS KiNlWES 

and motivation to  markif thensch= ir! this sxik-. 
Primre hospirals, anoihe imporunt mwuse, arc a h  
generally under-utilized, and this h oilen ~~ t h q  
fail to  mmpizc the income generation poltnfkl of [his 
xnicc A pan of this approach ErtpoFrlsc W 
private groups to ioitiate for-profit fa i~+ p4maic.g 
activities. 





Tables E3 & E4: PVO/NGO Sustainability Programs and New Business Ventures 

- Gambia I%' Association Seminar, Gambia 
- PPAZarnbia Strengthening, Zambia 
- Zimbabwe National FP Council, Zimbabwe 
- YKB Foundation Business Development Project, 

Indonesia 
- NGO Council, Philippines 
- CPAIMC Ultrasound, Brazil 
- Sophia Feldman Haspital, Brazil 
- Pro-Pater Semen Lab, Brazil 
- ASHONPLAFA MIS Development, Honduras 

PVO SUSTAINlBILITY PROGRAMS 

Major Technical Assistance has been provided 
directty to the following organizations: 

- Population Center Foundatiorr, Philippines 
- Planned Parenthood Federation of Nigeria, 
Nigeria 
- FamiIy Phnning Associarim of Pakistan, Pakistan 
- YKB, Indonesia - PDA, Thailand 
- Muslimat, Indonesia 
- PPFN Nigeria, Nigeria 
- ASHONPLAFA Honduras 
- Planned Parenthood Association of Zambia 

Training Module: 

Assessing vour Oreanizational Assets X hlanual 
for Manaeers of Private Voluntan. Ornanizations 
Invoked in Famih Planninq 

- Latin America (in Ecuador, 21 pankipants 
from 5 counties) 

- Philippines (in Eiaguio, munu). spec&, 21 
panicipanb) - Sri L a n k  (in Colombo, axlntry speciEc, 16 

panicipanh) - PPFN (Nigeria-orgmkation spxik, 33 
participants) 

NEW BUSINESS VEIYTURES 

- MEXFAM Community Doaors Child Survival 
Project, Mexico 

- MDPUGhana Midwives, Ghana 
- A. G. b e n t i s ,  Nigeria 
- Health Imurance Organization, Egypt 
- BPWC/Business Women's Professionals, Nepal 
- PKM: Sterilization Center Feasibility, Indonesia 
- PDX Market Survey, Thailand 
- TDRIjThailand Private Study, Thailand 
-Turkish Family Health and Planning Fdn, Turkey 
- ADOPLAFAM, Honduras 
- PROTAJProteccion Anticoncpt, Dominician 

Republic 
- MEXFAh4 C~lmrnunily Doctors, Mexico 

Major Technical Assistance has been provided 
directly to the following orgnizations: As of yet no modules or workshops have been 

developed which focus on the New Busiriess 
- Lagos Board of Traditional Healers, Nigeria Ventures Component. 
- Ghana Midwives Association 
- MEXFAM program sustainability and evaluation 
- Philippine Haspital Association, Philippines 
- APRISA Markcl Research, Brazil 
- New Era, Nepal 
- IIealth Insurance Organization, Egypt 



- Sociele FRIGUIA, Guinee 
- Guthiie Planations, Liberia 
- Firatone Pbnation. Liberia 
- PAPMADI Papetries, Madagascar 
- FNU National Investor's Fund, M-adagascar 
- Lever Brothers, Nigeria 
- Mobil. Nigeria 
- NtTEL, Nigaia 
- Uganda Brmrrics Limited, Uganda 
- Maamba Collieries. Zambia - British America Tobacco, Zimbabwe 
- Triangle Industries, Zimbabwc 
- Commericial Farmers Union, Zimbabwe 
- Lanrho, Zimbabw 
- Indian Emplayers Auociation, India 
- ClE'lLO Conf~oe/Cascbook, India 
- Punjab Harayana Delhi, India 
- PT Gamay Djaja FP, Indonesia 
- M e t e  lndustrielle Chdlah Confection, M m  
- O f h  Cherifien der Phosphate, Morocco 
- JCFlJanakpur Cigarette Fauory, Nepal 
- HCUHctauda Cement Industry, Nepal 
- The Guard Group, Pakistan 
- Population Center Foundation, Philippines 
- Ka11ing Industrial, Philippines 
- Bengucf Mining Corporation, Philippines 
- Penannel Managus Assocation, Philippines 
- PS LanMJanatha Estates Development Board 
- PDA Factory Basal and MIS. Thailand 
- CIS Famiiy Planning IEC for Pvt Fm. Bolivia 
- ENFE, Bolivia 
- Junta Benefi. GuayaquiVAF'ROFE, Ecuador 
- Industrias Unidas, M m a ,  
- Ceramics Regiomontana, Mexico 
- Grupo Gamesa (Monterrey), Maico 
- Nabisco - Famasa, Mexia, 
- Ciqo Gamesa (Obregon), M a i m  
- Comalex, Mali 
- Sonatam, Mali 

Table E5 

Acceptor Data for Family Planning S e ~ c e  Delivery Subprojects 

DATE 
BEGIN 

1 om 
01188 
01188 
10188 
low 
08186 
04188 
0258 
12B7 
10188 
o m  
10187 
10187 
01188 
10188 
10188 
09188 
1 m 7  
om3 
11/88 
10188 
10188 
05188 
09/87 
10187 
01Rs 
l o r n  
12/88 
10186 
09186 
01/87 
03@ 
04/87 
01 /87 
11187 
11/87 
11/87 
1U88 
12/88 

PeRlOD 
( M O W )  

24 M New 
24 M 
6 M 

12 M New 
12 M New 
36M 
12 M 
13 M 
2 4 M  
17 M New 
18 M 
W M  
18 M 
18 M 
24 M New 
8 M New 

2 4 M N e w  
2 4 M  
18 M 
2 4 M N c w  
18 M New 
18 M Ncw 
2 4 M  
36 M 
2 4 M  
12 M 
2 4 M N e w  
36 M New 
2 4 M  
18 M 
27 M 
18 M 
2 4 M  
12 M 
12 M 
12 M 
72 hi 
21 M N w  
21 M New 

Informution m&ded from subpmjed survey qwslionnaires. 

TARGET 
ACCEPrORS 

I r n  
700 

280 
465 

1,600 
1,037 
2600 

758 
1.230 

420 
w 
5,ooo 
7,013 
1,512 

6,000 
400 
350 

822 
385 

4,000 
5,000 
1,200 

750 
6,2!X! 

14,000 
29.000 

378 
6,000 

500 
1,750 

334 
400 
423 
400 

ACCEPrOR.5 
TO DATE 

0 
590 

0 
0 

m 1  
0 

134 
287 

0 
213 
609 
418 

3,906 
0 

0 
325 

0 

0 
0 

563 
807 
654 
495 

0 
555 

0 
1,788 

0 
0 

2238 
207 
36.1 
61 

359 
0 
0 

ACCEPIDRS 
h W  I a3h-i 

NIA 
416 1 174 

NIA 
NIA 
NIA 
NIA 
NIA 

182 1 105 
NIA 

213 ( 0 
242 1 347 
350 1 68 
- I=  

NIA 

NIA 
NIA 
NIA 

NIA 
NIA 
NIA 

673 ) 134 
239 1 404 
198 1 297 

NIA 
NIA 
NIA 
NIA 
NIA 
NIA 
NIA 
NIA 
NIA 
NlA 
NIA 
NIA 
NIA 

TR.%%SFER 
ACCEPIDRS 

NIA 
174 

NIA 
NIA 
NIA 
NIA 
NIA 
21 

NIA 
? 
m 
68 
40 

NlA 

NIA 
N!A 
NIA 

NIA 
NIA 
NIA 

0 
11 
11 

N/A 
NIA 
NIA 
NIA 
NIA 
NIA 
NIA 
NIP, 
NM 
NIA 
NIA 
NIA 
NIA 

NIA 
NIA 
NIA 
NI-4 
NIA 

? 
NIA 
78 

Nl-4 
N1.4 
330 
N!A 

NIA 
NIA 
KIA 

4 
13 
24 

Nl-4 
NIA 
NIA 
N M  
NIA 
N!A 
N!-4 
N/-A 
NIX 
NIA 
N1.4 
NIA 
NIA 



PVO FOR-PROFIT ORGANIZATIONS COUNTRY 

PPFN 

YKB 

PDA 

CIS 

MEXFAM 

APROFE 

PPFN 

PPFN 

PCF 

ZNFPC 

FPAU 

PSLanka 

Prosuperacion 
Familiar 

Gsiiibia FPA 

CPAIMC 

FPAP 

P.T. Grmay Djaya 

Numerous companies 

ENFE 

IUSA 

Junta 

Mobil 

Matling 
Benguet 
PMAP 
Numerous companies 

BAT 
Triangle 
CFU 
Lonrho 

Uganda Breweries 

Cecimica Reg. 
Garnesa Mont. 
Nabisco 
Gamesa Obregon 

Labor unions 

Will deliver services 
to companies 

Nigeria 

Indonesia 

Thailand 

Bolivia 

Mexico 

Ecuador 

Nigeria 

Nigeria 

Philippines 

Zimbabwe 

Uganda 

Sri Lanka 

Mexico 

Gambia 

Brazil 

Pakistan 



Table E7: Summary of WorL5;hop 

WORKS1 IOP 

Scptcrnbcr 1-5, 19M, 
Quito Ecuador 

Lotin America Pkgionnl 
Workshop, "Pmct ia  01 
Managemcnl Pdnciplan 

PVO Sushinability 
(Intemnlionnl) 

9 Family Planning PVOs 
from 5 Lnlin Arncricm 
Countrim 

21 Senior Mangcrs 

Octobcr 7-10, 1986, 
Nairobi, Kcnya 

African Rcgiorud 
Workslmp, "Rruily 
Planning in the 
Commercial Soclor" 

Employment-B,ued 
Programs (Intcmat ionill) 

Commercinl Firms in 
Anglopho~lc fJriwn 
Countria 

35 nusincis I'crnonr 
with supervisory 
licsponsibiliticr for 
Employee Benefits 

AugUSI 24-28, 1987, 
Jakana Indonesia 

Asia Regional Workshop, 
"Family Planning in the 
Commercial Scxtor" 

Commercinl F rms  in 8 
&inn Countriu (Plus 
EWP)  

51 Busincss Person: 
Supervisory Respon 
for Employee Bend 

November 9-14 1987, 
Dakar, Sencgai 

Francophone ~lUrico 
Regional Workshop, 
"Family Planning 
in the Commc:rcial 
Sectof 

Employmenl-Bused 
P r o p m s  (International) 

Commcrciml Firms in 
Francophone African 
Countries 

Business Persons wi 
S u p c ~ s o r y  
Responsibilities for 
Employcc Bcncfits 

May 30 - Junc 4, 1988, 
Dominican Rcpublic 

"Family Planning in the 
Commercial Sector in 
Latin American 

Employment-Based 
Programs (International) 

Commercial Firms in 
Latin American 
Countr ia  

30 Senior Managem 
Officials 

COUNTRY s p m c  
WORKS~IOPS 

May 5-8, 1987 Baguio 
City, Philippines 

"Sclf Reliance for 
Philippine NGO'sn 

PVO Sustainability 
(Country Specific) 

11 Key Philippine NGOs 
with Family Planning 
Programs 

21 Senior Managers 

May 22-27, 1988, Sri 
La n ka 

Self-Reliance for Sri 
L a n b  Family Planning 
PVOs" 

PVO Swfainability 
(Country Specific) 

4 Sri Lankan Family 
Planing PVOs 

22 PVO Officials 

September 29-30, 1988, 
Lagos, Nigeria 

"Family P1,anning in the 
Private Sa:toP 

Employment-Based 
Progmms (Country 
Specific) 

CQ-sponsored by Mobile 
Oil Nigerin and the 
Society of Occupational 
Health Physicians of 
Nigeria 

58 Participants from 
Nigerian States 

April 13-15, 1988, Banjul, 
Gambia 

Lagos, Nigeria Workshop 
(Three Components) 

1) May 4-10, 1986 

"Family Planning in the 
Privnte Stxlor Gambia 

Employment-Based 
Progmms (Country 
Specific) 

Gambia Workers 
Confederation 

29 Trade Unionists 

16 Senior Managers 
Board Members of 
PPFN 

"Organhtional 
Improve~nent Strategies" 

PVO Sushinnbility 
(Country Specific) 

Planned Parenthood 
Federation of Nigeria 
(PPFN) 

2) May 11-17, 1986 
ASCON 

"Managerial 
Improvement" 

PVO Sustainability 
(Country Specific) 

PPFN IS Senior Headquar 
and Rcgional Staff 

3) May 18-24, 1986 
ASCON 

"Practia: of Management 
Principles" 

PVO Sustainability 
(Country Specific) 

PPFN 15 Senior Headquar 
and Rcgional ljtaff 



Soclcte FRlGUlh G dinec - Guthric Plantntlons, Uberin - Rmtono  Plnntntion, U k r i n  - PN'MADI Pnpctria, Mnhgnrcor 
I;TJI/ Natlonnl Invator's f i n d ,  Madagascar 

- Lcvcr Brothen, Nlgcrin 
- Mobil, Nlgcrin 
- NITEL, Nigeria 
- Ugandn Brewertea Llmited, Ugnndn 
- Mmmbn Collieria, Znmbin - Britlsh h c r i c n  Totloam, Zlmbnbwe 
- Triangle Indurtrica, Zimbnbc  
- Commcridrl Formen Union, Zlmbnbwe 
- Lonrho, Zlmbnbwc 
- Indian Empioycn Plssodation, lndin 
- C I U L O  C o n f e r e n i ~ ~ b o o l r ,  Indin 
- Punjab Haraynna Clelhi, lndh - PT Gomay Djajn FP, Indonain 
- Socictc lnduatricllc Chclloh Confection, Morocco 
- Office Chcrifien d m  Phosphate, Moroca, 
- JCFflamkpur Clg~~tatte Factory, Nepiil - HCUHctauda Ceu,cnt Industry, Nepal 
- ?he Guard Gmup, Pakistan 
- Population Centel Foundation, Philippina 
- Matling I n d u t h l ,  Phllippincs - Bcnguct Mining (!orporntion, Philippina - Pcmnnel Mnnagm Amoation, Philippines - PS Lankanamthe B t a t a  Development B a r d  - PDA Factory Bared and MIS, ?hailand - CIS Fnmily Planrring IEC for Private Firms, Bolivia - ENFE, Bolivia - Junla Bencfi. GuaynquiVAPROFE, Ecuador 
- Industriar Unidw, M a i m  - C e n m i a  Regiornonlnna, M a i m  
- Gnrpo G a m a  ~,Montarey), Ma ico  
- Nabisco - Famala, M a i m  
- Gnrpo Gamaa (Obregon), M a i m  
- Comata, Mnli - Sonatam, Mnli 

- MDPVGhana hlidwivq Ghana 
- k G. Levcntis, Nigeria 
- Price W a l c r b o i ~ ~ ~ ,  Zimbabwe - Health l ~ u n n c e  Organization. Egypt 
- BP WC/Businaa Womcn'a ProCessionalq Nepal 
- PDA Market Suvy, Thailand - TDRI/Theilantl Private S~udy, Tbailnnd - Turkish Family Health and Phnniog Fdn, Turkey - ADOPLAFAhl, Dominican Republic - PROTA/Proteccion Anlimncpt, M a i m  - MEXFAhi Cllmmunity Docton, M a i m  
- PKMI Steri1iz;ition Centcr Fmribitity, Indonesia 

- Gambia FP Association Seminar, Gambia - J I w  Medagarc~r - PPAZambia !itrcngthening, Znmbii - Zhbabwe Nutional FP Council, Zimbabwc - YKB Found. Burinma Develop. Proj.,Indonaia 
- NGO Council, Philippines 
- CPAIMC Ull:rasound, Brazil - Sophia Feldmn Horpital, Brazil 

Pro-Paw Semen Lab, Brazil 
- ASHONPLAZA MIS Development, Honduras 
- MW<FAM (hmm. Doct. Child Sulvival, M a i m  

I1!uKm 

24 Montlu 
24 Montlu 
6 Montb  
12 Month 
12 Montlu 
36 Month 
12 Months 
13 Month 
24 Months 
17 Monlhs 
18 Months 
24 Monlhn 
18 Months 
18 Month  
24 Month 
8 Monlhr 

24 MonUu 
24 Month 
18 Montlu 
24 Months 
18 Months 
18 Monlhr 
U Month 
36 MonUu 
24 Months 
12 Months 
24 Months 
36 Monlhs 
24 Months 
18 Months 
n ~ o n t h s  
18 Month  
24 Monchr 
12 Monchr 
12 Month  
12 Months 
n ~ o n l h r  
21 Month, 
21 Months 

20 Months 
8 Months 

16 Months 
25 Months 
18 Mon'm 
12 Month, 
24 Monlhs 
24 Monlhr 
15 Monlhs 
24 Month 
24 Monum 
18 Monlhs 

9 Month 
18 Months 
12 Monfhr 
24 Months 
28 Month, 
24 Months 
24 Monlhs 
12 Months 
18 Monthr 
12 Months 
24 Months 



Appendix F 

Cost/Benefit (or Financial) Analysis 



' I " c s m ~ y .  C.'irlling tlic I'inirnci;rl unirlysis clonc in this project cost-l~crlcl'it i~ni~lysis .- 
(CIL4) can hc slightly misleading t o  thosc Ihnliliirr with the history or irnd conccptuirl untlcrpinnings 
01' cost-bcncl'it irnirlysis. Although this terminology is widcsprcird in the Sirmily plirnning litcri~turc, 
such i1 misuse will pcrhirps he interpreted irs Iirck ol' undcrsli~nding (which i t  miry in firct be) 11y 
priv:rtc scctor coonomists i~nd others well enough tririncd in the n~cthotl to rccognizc thc lack oL' 
precision in use o f  terms. Actuirl CBA is dcsigncd to consider all costs irnd bcncfits, including 
socii~l, SO thirt projccts ciln Ilc cvi~luirtcd l'or which private hcnclits and privi~tc costs i1rc significimtly 
tcnipcrcd by socid bcnclits o r  costs. 'Thc technique wirs, in L'i~ct, c;ci~tctl to bc uscd illmost 
cxclusivcly by govcrnmcnts in situiitions whcrc privirte Iwnclit iind priwtc cost irnalysis would not 
11c f~ i~s ib lc ,  or would Ic;d to socially Icss than optimal rcsults. 

l'hc andysis uscd in the Entcrprisc project is irctually nothing more than a firm 
psol'ital~ility analysis. (l'rolits arc defined as rcvcnucs minus costs; in thcsc cxcrciscs, profits arc 
increased mainly hy the rcductior! of the costs oC such things as maternity Icavcs and hcalth care 
for cmployccs and thcir dcpcndcnts.) Its usc will not assure that socially valuable projccts will be 
done unless thcy arc linirncially rewarding in terms of the net privatc bcncfits to the firms. The 
same logic that underlies thc use of cost-hcncl'it analysis suggests that projccts which arc nttractivc 
on the basis of lirrrr prol~tability anirlysis will be undcrtiikcn by well-informed firms on the basis of 
thcir own privatc welfare; it is for ttiosc projccts that will not bc financially iippcaling Tor the 
privatc Sirms thirt aoci;rl cr.~st-l~cncfit analysis (d cost-benefit irnalysis) is ncccssary. 

Nccd for Iinancial analvsis. Furthcrmorc, i t  ilppcars that full financial (cost/bcncfit) 
:~nirlysis is ncccssary. Many of the private scctor maniigcrs appear to have bccn imprcsscd by 
thc discussion of thc financial bcnclits of family planning, but sccm very skeptical of the attempt 
to  quantify such bcwlits cxactly. A hypothetical cxamplc of  the probable small costs of a family 
planning program and the possible (feasible) large financial bcncfits to the firm would probably 
scrvc the same educational purpose at a much sn~allcr cost in time and effort. The Population 
Center Foundation in the Philippines, for example, has found it very adcquate in introducing 
managers to the idea of industry-based family planning to  give them a small, attractively designed 
pamphlet which summarizes savings realized by a (real) local garment manufacturcr who provides 
family planning services to his employccs. 

Marketing Tool: Enterprise's financial analysts, as designed, unforlunatcly arc - - 

actuaily of little value except as public relations tools--though perhaps this is not considered a 
problem by the contractor since one of the staff made this point almost this explicitly in 
conversations with evaluation team members. 

Enterprise's financial analyses are not designed so that the results will be useful for 
evaluation. The data used do  not even allow the actual addition to  contraceptive usage among 
workers to  be determined; for this reason the "benetit" estimates are simply incorrect. Many of the 
users who are counted as creating benefits for the firm because they are using contraceptives in the 
subproject may in fact be individuals who already were contracepting before the initiation of the 
subproject o r  would have been contracepting in the abscnce of the subprojcct. The subproject 
could be shown by the data as having large benetits when it actually only attracted its acceptors 
from other private sources or from alternative (possibly more effective!) methods. The only thing 



tliirt is of I)c~icl'it to the I'irrn is for thcrc to he irtltlcd uscrs who would not hirvc bccn uscrs i n  1I.e 
;~l)scncc 01' thc progrim; tllc clcsirrn ol' this project's c l ; r t i~  collcclion svstcm ;~llows i t  to cli~im hcncliki 
wlicrc lhorc arc norrc. 

CAmclusion: Entcrprisc's "cost-bcnclit" analysis tlcsign is Lrulty ilnd the term "cost- 
Iwnclit" is mislcirding, givcn the methodology I~cing uscd. 

Net Dcnclils Prcfcrrcd to Ratio. If the I?n;~nci;~l ;rnalysis (CBA) is to be tlonc, and 
numerical results prcscntcd to the lirms, the net financial bcnclits (B-C) shoultl be prcscntcd r;rthcr 
t h m  the & of bcnclits to costs (B:C [a ratioj). Thc ratio rcsult is not as conccptu;rlly correct as 
thc net rcsult (for one thing, the ratio rcsult i:; sensitive to projcct size), and the net gains i~pproiich 
tends to lw more undcrstandihlc and credible to busincss managers. 

Technical Evirluirtion. Enterprise's cost-hcnclit methodology, as prcscntcd in scvcr;~l 
documents, is technically incorrect, cvcn if the assumptions of the contractor arc accepted. Pricc 
Watcrhousc of Zimbabwe, a lirm being uscd by JSI in a consultant role, points out: (1) that the 
~ s c  of avcragc costs rathcr than marginal costs not only is tcchnically incorrect, but may lead to 
ovcrcstimatcs of costs; (2) that thcrc is a mistakc in the total cost of pregnancies equation; and (3) 
that total costs of the projcct to all who pay (A.I.D., othcr Sunders, and thc firm) must be includcd 
in the costs analyzed. Pricc 'Natcrhousc also points out the insufficiency of thc handling of fixed 
as opposcd to variablc costs. 

Discussions with Price Watcrhousc in Zimbabwc revcalcd, in fi~ct, that the firm was 
not able lo use thc Entcrprisc mcthodology. It did carry out an exercise comparing its own 
approach to t h ~  Entcrprisc approach (with necessary assumptions made cvcn to get thc mcthod to 
bc mathematically calculirble) and found that thc Entcrprisc mcthod rcsultcd in an cstimatc of nct 
bcnclits of over threc timcs those cstimated by the Price Waterhouse method. 

Even the Price Watcrhouse method has serious shortcomings, however. No attempt 
is made to sort out those acceptors who arc categorized as new, yet in reality are transfers from 
other methods, from true first time users. There is also a lack of concern over the problem of 
determining which first time users would have become users from somc other source, even if the 
Enterprise projcct had not been started. Pricc Watcrhouse staff made a statement of the general 
nature that those kinds of questions were best left to behavioral scientists, not to  cost-benefit 
analysis of projects. They also admitted that the data being collected are insufficient to  answer such 
questions as how many births are actually averted o r  how many new acceptors actually result from 
a subproject. 

The Price Waterhouse personnel did make the very valid point that evaluation of 
such long-term projects over only 2 o r  3 years can lead to seriously misleading conclusions. On the 
one hand, bencfits of the projcct may continue many years into the future but, on the other, after 
the project ends efforts may be reduced, so that the levels of benefits measured during the early 
period of exuberance and concerted effort actually do not continue. 

The actual equations, as presented in the summary document that describes the 
CBA, have other problems that effectively make them incorrect. In the total savings equation a 
term that combines total maternal and child health costs plus total cost of pregnancies is divided 



b y  the tot:rI nulnl)cr of worrrcn ill.J children; this is irn cxcrcisc which results in ;I nirml)cr tlsilt in 
fact is ~ o t i r l  kcirlth costs per wom;rn irnd child, a usclcss number for the purposes 01.' the cxcrcisc. 
Uirths i~vcrtcd should be multiplicd by sitving:; ol' mirtcrnity and other wsts  per birth i~nd  to this 
should be irddcd child health costs suvcd per birth avcrtcd. Neither ol' these numbers cirn be 
ol~tirincd by dividing ir cost by the tot;rI  ol' both womcn ;~nd  children. 

The totirl cost oC prcgnawics cquation (as rewritten by hand o n  the second page of 
- thc document) is incorrect for similarly simple reasons. El'l'cctivcly, Loti11 1,irths pcr year is multiplied - by maternity costs per woman per year, rather than pcr birth. (If the wrrcct, per birth, term wcrc 

used, thc rcsult would be total cost of births for all womcn.) At that point this numbcr is multiplied 
by a term called "prcvalcncc ratc of new uscrs," a never dclincd tcrm, but one that perhaps means 
the percentage of total womcn that arc new uscrs. If that is the casc, the rcsult will be a numbcr 
that is the swing that would rcsult if all new uscrs had no births, rathcr than having the average 
numbcr of births. Thc  assumption thcn is that contraccptivc uscrs, irrcspcclivc of the mcthod 
clloscn, have no pregnancies (i.c., that all contraccptivc methods as actuirlly practiced arc 100% 
cffcctivc). The cstim;~tcd benefits of the program, therefore, arc based on exactly this assumption 

- of perfect contraccptivc cfficicncy. 

The births avcrtcd cquation is complctcly incorrect for morc complex reasons. It, 
in cffcct, multiplies the numbcr of womcn by births per woman per ycar (resulting in an estimate 
of births pcr ycar if this projcct were not operating), and thcn multiplics this tcrm by "prcvalcncc 
ratc of new uscrs." T o  corrcctly determine the births avertcd, howcvcr, one must know how many 
womcn would be using contraceptives in the absence of the projcct, how many uscrs arc addcd by - the project, and the probabilities of getting pregnant during the year when using contraceptives and 
when not. One  also would nced to know the contraccptivc usc mix and cffectivencss of each 
mcthod for both old and new uscrs. If all the above described information were available, an 
cquation could prcdict the numbcr of births b ~ t h  without the projcct and with it, and the diffcrcncc 
would be births avertcd. If, for illustration, we assume the cffectivcness of the methods chosen by 
old and ncw contraccptors is the same, thc correct equation would be: 

(BIRTHS AVERTED) = [(TOTAL USERS WITHOUT THE PROJECT) X 
(PROBABILITY OF BIRTH FOR USERS) + (TOTAL NONUSERS WITHOUT 
THE PROJECT') X (PROBABILITY OF BIRTH FOR NONUSERS)] - [(TOTAL 
USERS WITH T H E  PROJECT') X (PROBABILITY OF BIRTH FOR USERS) 
+ (TOTAL NONUSERS WITH ' M E  PROJECT) X (PROBABILITY OF BIRTH 
FOR NONUSERS)] 

One only needs to try some appropriate and consistent hypothetical numbers with 
both this equation and the Enterprise equation to  grasp the complete inadequacy of the Enterprise 
equation for estimating births averted. 

As a practical matter, the task for Enterprise ana!ysts may, however, be impossible 
rather than simply much more complex as it appears on  the basis of the equations they have 
presented. Data on  actual new acceptors may actually not exist, because in record-keeping the 
category called "new acceptors" is actually new participants in a particular program, rather than new 
program participants who were not using contraceptives when they joined the program. Without 
knowing how many net new contraceptive users have resulted from the project, estimating its 



I)cncl'ils I,ccorncs p ro lh~ i t l i c  if not impossil)lc. Acluirlly the prohlcm is cvtrn rnorc cornplcx. A 
control itnd cxpcrirncnlirl slri~lcgy is ncccssitry lo cslimi~lc how rnirny ol' lhc new first-lirnc uscrs 
would not I I ~ I V C  bccomc uscrs oulsitlc lhc projccl il' it h i d  not hccn slarlctl. I t  is itn ovcrslirtcmcnt 
to ;~tlrilm~c it11 new users citptrlrctl hy Lhc proicct its hcinrr ncw rlscrs ;IS it result of lhc project. 



Appendix G 

Results of KAP Surveys 



As p r t  of' the ~vil lui~tion,  eight KAf' surveys frotn livc countries wcrc rcvicwctl in 
tlctid. Sirlcc I'ivc 01' t l~csc  surveys wcrc cirrrictl out only i n  1988, i t  it; loo cilrly t o  iclcntily chirngcs 
i l l  knowlctlgc, ;rttilutlcs irncl prircticcs sincc the inception ol' tl~csr:: suhprojccts. I lighlights I'rom the 
suwcys inclutlc: 

o I'vcr-us(: (?I' c o n t r ; r c c m .  Ilsc ol' contraception rirngcs from 1 S percent to  percent. 170r 
cxilmplc, the use rirtc (of' irny method) wiis highcst f'or Rcnnguct in the I'hilippincs (86 
pcrccnt) irnd sccond highcst for BAT, Zinibirbwc (71 pcrccnt); i t  wirs lowcst i1t 15-16 
pcrccnt Sor Guthric and Fircstonc in Liberia. In the UA7' :;ubprojcct, howcvcr, the condoms 
wcrc being mrrinly used for STD and AIDS prcvcnlion, rarely for family plirnning purposes. 

I Current usc of Clontri~cz~tion. A widc variation in current usc rates was found. 'The range 
wiis from 7 pcrccnt to 75 pcrccnt. For cxirmplc, the currcnt use rate was highest at 75 
pcrccnt for Bcnguct in the Philippines and sccond highest irt 50 pcrccnt Ibr BAT in 
Zimb;rbwc, while the middle rilngc was 37 pcrccnt and 21.5 pcrccnt for Lcvcr Bros., Nigeria 
m d  'I'riirnglc, Zimbabwe, rcspcctivcly, and the lowcst irt 9 pcrccnt and 7 pcrccnt for 
Fircsionc, Liberia irnd Guthric, Libcriir, rcspcctivcly. The  or;il pili was the most Srcqucntly 
used met hod. 

0 .- Know where t o  ohtirin contr;m~~tivcs.  In three out of :he eight subprojects, 50 pcrccnt of 
the sample kncw whcrc to obtain contraccptivc supplies. No information was provided on 
soI.hr.3c of supply. 

A ~ ~ r o v a l  of  familv ~limning. Family planning approval was very high in thc majority of 
KAP studies, ranging from 92 pcrccnt to SO pcrccnt. Notable in Libcria (Fircstonc), 62 
pcrccnt stated that it was thc man's responsibility to avoid pregnancy. In Zirnbabwc 
(Trianglc), howcvcr, a grcat majority said it was the rcsponsibility of the woman, 5 pcrccnt 
f 4 t  i t  was that of the man, and 3 percent believed it was the duty of both. When askcd 
who makcs the decision to  use or not to  use any family planning method, 89 perccr~t said 
thc  man. This finding confirms thc Zimbabwe Rcproduciivc Health Survey of 1984 wh:ch 
showcd male dominance in the decision-making process. 



Appendix H 

Self-Sustainability and the 
Need for a PVCl Income 

Diversification Strategy 



'I'hc design ol' the Enterprise projcct hirs dircctcd it  to gcncritlly strcngthcn PVOs, 
build thcir l~usincss skills, and promote thcir linirncial self-sustiiini~l~ility. Enterprise hiis hclpcd crcirtc 
somc self-sustirining projects under the umbrclla of somc I'VOs which miry gcncrirtc somc surplus 
rcvcnucs that cirn he used by the PVO to fund other activities. It is ;I rcirl irchicvcmcnt t o  havc 
sclf-sustaining projects in the licld o f  I'rrrnily planning but thcir surplus rcvcnucs seem likely to bc 
ithlt: to make only ii sinull ctrntrihution to  the incornc biisc of a I'VO. Thcrcforc, thcir contribution 
nccds to be considcrctl as part of iin ;ill i~round strategy of PVO income divcrsilication as the lirst 
step toward lcsscning dcpcndcncc on ii donor ilnd ultimately sclf-sustainabilily. 

Self-sustainability for a 100-pcrccnt donor-dcpcndcnt PVO will no6 hilppcn ovcr 
night. It could takc a dccadc t o  build thc type of diversified incornc base that is the hallmark of 
ia truly self-sustaining organization, one that, with thc ccssion of onc o r  morc sourccs of incomc, 
can remain functioning with a capwity to rcbuild its aclivitics. 

Some PVOs havc a widc rangc of possibilities ;is to  whcrc they build altcrnativc 
sourccs of income; othcrs don't. Somc alternative income sourccs cornplerncnt the existing work 
of thc PVO; othcrs don't, and the inhcrcnt managcrial capacities of the P V O  itsclf arc a critical 
I'actor in dcciding if il P V O  ciln work towards a diversification of its sources of income. 

Ncverthelcss, possible alternative sourccs of incomc include: 

Encouraging alternative foreign donors, including foundations; 

Developing local donors such as: 

a) government and government agencies including health, welfare, youth 
and community development organizations capable of making grants; 

b) private foundations, associates and individuals interested in family 
planning; and 

c) corporate donors and gifts in kind. 

m The development of a cash endowment to provide tax-free "charitable" 
income; 

0 The ownership of property for rental income; 
m The  development of unrelated business activities such as charity shops, for 

example; 



8 'I'hc tlcvclopmcnt of scrviccs rclatcd to fi1111iIy plirnning which .:;in be sold 
to the public; thc Solia fildrnim Ultrasound projcct in Brirzil, for cxamplc); 

8 FCCS to contrirccptivc users for commodities i~nd  privirtc consukitions; 

IGxs to govcrnmcnt and private sector financial irgcncics for scrviccs, tririning 
i d  othcr activities; 

R Community-birscd fund raising cvcnls (c.g., raffles, bingo, football pools, 
ctc.); and 

rn Coni:~cting paoScssiona1 fund-raisers at hornc and abroad. 

' i l c r c  arc probithly othcr opportunities that could be addcd to this list. Thc main 
point is that c;rch PVO i l c ~ d s  tv cvaluatc its position in light of its asscts and all the various 
opportunilics for incomc gc~erat ion which ?:xist for i t  in a particular country. 

Dcvcloping and cxccuting an all around income diversification strategy for PVOs is 
n major project in its own right and bcyond the s w p e  of Enterprisc. Entcrprisc has rightly Socuscd 
on busincss activities and for-profit business as one form of income generation. These are the arcas 
whcrc it can makc a particular contribution to PVO sustainability and it would be a dilution to 
movc bcyond them into othcr t y ~ s  of inwme-gcncrating activities. 

On the othcr hand, to be h i r  to the PVOs, they need to scc the Entcrprisc 
contribution as one aspect of an overall strategy to achievc sustainability, but not thc only one. 
Sonw PVOs are clearly not in a position to provide the type of high quality fee for scrvice work 
which companies require and would be b a t  served by more conventional fund raising techniques. 

As part of its sustainability st~ategy, Enterprise is trying to link PVOs with the 
private business sector. It is creating a new market to which PVOs can sell training and IEC 
services. This is a good idea bc1t.h from a family planning and an income generation point of view. 
It should be tli:: prime Sccus of Enterprise's activities. The  income generating projects fostered by 
Enterprise also have a validity which is discussed in :he Padj of the report. These following 
paragraphs build on the fact that Enterprise has rare knowledg: of both sectors and could have a 
role in seeking to expand the contribution that private business could make to the family planning 
movement. With rslatively little extra effort on tkc part of Enterprise, it might be able to encourage 
corpo~ate  support in ths  form of: 

8 Donations of Cash. Both the Rcmguet Company in the Philippines and the 
Rio Tinto Zinc Corpori~tion irr Zimbabwe maintain large corporate 
foundations. Other companies make gifts to communities from corporate 
budgets. The tax dcductibility of gifts is an issue here and it would be a 



niistirkc to irssurc thiit bccirusc ir c ~ ~ p i r n y  bcnclits liom a scrvicc it  would 
automirtically wimt to make u donation. It miry he well disposctl to (lo so 
but would not scc thc gill as an obligation. On thc othcr hirnd, some 
corpori~tions miry bc willing to  givc even if thcy don't use th:: scrvicc. 

P Doniitions of Eclui~mcnt. Corporations often hirvc high quality dcsks, 
typewriters and othcr equipment thcy nccd to dispose oC as thcy re-cquip 
thcir busincsscs. Many arc yuitc willing to don;itc ihcsc "writc downs" to 
good causes. 

Doriiitions of Scrviccs. &n:panics arc also willing to doniitc scrviccs such iis 
printing and transportation to non-prolits. 'IIKSC scrviccs could bc within a 
country or intcrmtionally when multhationals are involved. 

E Products. Mcalth and pharmaccutical companies arc among the many that 
arc willing to donatc a widc range oC currcnt and unwarrtcd products to 
PVOs in both the U.S.A. and abroad. Thcy may also be willing to givc 
PVOs discounts on rncrchandisc. 

rn Staff Timc. Many cornpanics in the U.S. and Europe havc been willing to 
loan cxccutives and loan finance managcrs to PVOs to help them strengthen 
and rnanagc thcir organizations. Onc  of the best assets a PVO can havc is 
a long-term relationship with a corporation that is willing to share its business 
cxpcrtisc with PVO managcrs on a regular basis. This practicc is probably 
not at all widcsprcad in developing countries but could be dcvelopcd 
especially with those multinationals which have such policies in thc U.S. and 
Europe. 

As Enterprise devclops its relationships with the private business sector, these 
opportunities ought to bc explored. They represent additional rcsources for PVOs which nccd to 
develop thcse long-term relationships with business at the local Icvel. 

BlwkrA Funds and Dcbt Swaps - .-- 

A major corporate funding opportunity that Enterprise could review systematically 
but not necessarily work on is the issue of blocked corporate profits and the related issue of 
corporate debt. U.S. and British multinationals represent a special funding opportunity for PVOs. 
They often have large m o u n t s  of "blocked funds" in developing countries. In Zimbabwe, for 
example, it is estimated that there is approximately $350 million worth of profits held in special 
bank accounts earning a mere 5 percent taxable interest a year. Thesz funds are a wasting asset for 
a company and one way of dispersing them is to  donate them to a charitable cause in the host 
country and claim a charitable deduction in the company's home country. If the company does nc.t 
have a surplus of foreign tax credits, then the "donative option" could be an attractive possibility. 



Scvcrirl such doni~tions II~IVC: tirkcn plircc in %irnbi~bwc rrnd i t  iippcilrs thirt the 
%,iml)irl)wc Nirtionirl Fir~r~ily I'lirnning Chuncil, for cxrrmplc, would be iln cligiblc rccipicnt. Such 
clonirtio~~s ;ire complicirlccl but not impossible t o  arrange. 'l't~c irttraction of thcm to  I'VOs is tliirt 
the sur \~s  involvcd irrc usui~lly vcry lirrgc bcc;rusc the idministrativc diflicultics of setting thcm up 
mcilns thirt it  is just not cost cl'ficicnt t o  engage in the process of making a gill for less thitn ahout 
$ IOO,O()O. On a worldwidc hirsis, thcrc itrc more than $150 billion of funds in this cirtcgory. 

A virriirtion of this model of donation is for US. biiscd non-prolits to acquirc by gift 
o r  p u r d i w  less dcvclopcd country dcbt on  the secondary n~iirkct and then to rcdccm it on bchi~ll' 
ol' ii project in the debtor country at full value in Itxal currcncy. (k~ l iv ian  debt, for cxamplc, is 1 l u  
on thc dollar and Philippine government dcbt aln)ut 50u on dhc dollar.) Vcry few of tlicsc 
cliaritirblc "debt swaps" have bccn done. Most have k:cn in thc field of conservation. They do  
rcprcscnt, howcvcr, an opportunity for alert PVOs to  k:nclit from privatc sector business' desire 
to rcducc its dcbt and irchicvc some good public relations in a host country. 

Enterprise began a rcvicw of this "ticbt swqx" possibility but, after discussions with 
A.I.D., shclvcd Turthcr cxploration. It is worth further rcvicw ils a potential source of Sitmily 
planning l'unding. O n  a worldwidc basis, it is estimates that thcrc arc $10 trillion of funds in the 
category which covers both public and private dcbt. 

In addition, one  of the vcry special assets multinationals have in dcvcloping countries 
is thcir access to hard currcncy. Hard currcncy is such a diflicult issue for so  many less dcvclopcd 
countrics and prol'oundly affects their willingness to buy family planning commodities. Thus this 
should also be reviewed and explored to see if thcrc are not opportunities for nultinationals to use 
thcir international buying power to underpin thcir own and rclatcd commoditics buying programs. 
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Recommendations 



l ( 1  j' S2k'I'/I'OI' should review tllc projccl dcr;ign prtaccss ;~nrl l11c ~.csultiilg co~ilritct to 
cnsurc lhi~l 111c projccl oljcclivcs its wrillcn in ihc: F'roject k p c r  itrc cxplicilly 
irlclutlcd in tllc contritct. 

2. <hcrall I'crformanw and Slralcgy 

'Ilhc objwtivcs of thc fiitcrprisc projwt, und the prioritis among them, should tx: 
madc mplicit and clwr by A1.D. (in m ~ , u I h t i o n  with JSI). A1.1). irncl Entcrprisc 
should agrw on thc kt stralcgy for achieving the priority objcctivcs i~nd amcnd the 
crmtrirct ncccxsary (scc Rccomrncnd;tlion 11 181). 

A1.D. should consider establishing, if fcasiblc, a "Private %tor Family Planning 
'lrWhnic;ll Adviwry Group" (or group with some similar namc), mnskting o f  cxpcrts 
From outsiclc ALD. who can a d v i .  Y&T/POP on private s a t o r  programming issues. 
'I'hc intcnl would bc lo providc guidancc not just for Jntcrprisc, but also TIPPS, 
SOMARC, and other projccts and programming rclatcd to the private sector. 

Lmrning which private =tor family planning approaches will bc succcssfd and 
undcr what sircurnstanccs should bc i~ major objcctivc during thc rcmaindcr of thc 
project. 

Enkrprisc should follow-up and cxpand on  currcnt initiatives to collaborate with 
TIP'PS and othcr centrally fundcd projects. S&T/POP should d& stratcgics and 
inwntivci; to cncowragc grcatcr collaboration among its contractors. 

l(3) The Enkrprise contract should be anended to reduce the target number of 
subprojcck Enterprki: shouhi consolidate its activities in fewer countries, rather than 
expand to new on= It  should not initiate subprojects in any country in which it docs 
not already have a subproject under way. 

2(3) To  sustain the Enterprise approac'l, a clear objective should be to help create 
within a country the political climate and administrative systems that support and 
sustain private sector involvement and family planning. 

- - 
lRecornmendations are numbered consecutively in each chapter. The number in parentheses indicates 

the chapter number. Recommendations in bold face are the principal rc.:ommendations in thc report. 



I(4) I b r  the rcmirintlcr of the projwl, I.intcrpri.w should amx:ntri~lc on  coiisolidi~ting and 
prcpr ing l i ~ r  ph;~w-out o f  iLs clrorts with employment-bad subproject!;. 

2(4) Given thc intent of this project lo trirnsfcr some costs of scrvicc provision to the for- 
profit sector, sccd rnoncy (subsiclics) shoulcl bc provided o;lly whcrc ncccssary. 
C;iiidclincs l i ~ r  provision o f  sccd rnoncy, including equipment) should bc clcvcloped 
promptly. Entcrprisc should scck to Ici~rn morc irbout the circumstirnccs under which 
continued seed rnoncy st  ould hc provided. 

3(4) Entcrprisc and TIPPS should collaborirte to develop a consistent rrnd accurate cost- 
bcnclit analysis model as the basis for different types of corporate presentations. 

Efl'cctive_ncss of Scrvicc Dclivcry Subproiccts 

4(4) Enterprise needs to install a morc uniform approach to collccting scrvicc statistics 
so that this information can be mcasurcd and compared by thc end of the program. 

5(4) In addition to data on scrvice statistics, Entcrprisc should be collecting data on other 
program clcmcnts in its MIS. Decisions should bc made concerning which of thc 
following factors should be includcd as clcmcnts of potential impact: 

Availability of and access to multiple contraceptive methods; and expanding 
choice of methods contributes to increased use and continuation; 
Quality of selection, training, and supervision of personnel; 
Effective IEC (peoplc who are well-informed use a method better and stay 
with it longer); 
Good logistics; 
Costs to users and to  thc project; 
Spin-off and collaborative working relations with other contractors and CAs; 
Coordination to  avoid redundancies; 
Building on  existing expcricnce and strengths; 
Role arid influence of management; 
Government policies. 



O ( 4 )  '1 '11~ r c ~ l l ! ,  01' i r~c l iv ic l t~ i r l  si~l)projccts ; i j d  tlic colkctivc su~vi:y I'i~idirry,~, ~~icl~di t i j !  
lirctrs Eroup cliscussions, sl~orrltl bc wrjklcr~ 1111 ; ~nd  Icssor~s Ic;~rrictl cxtr;~ct(:tl liw llic 
tlcsign of ir lidlow-or] projccl. 

7(4) 'fie Ofiw of I'opulutio~n should clcciclc whirl iLp, prwisc; goi~ls arc in the iln:il of 
uah pc: :nwcp!or imtl ursh I x r  CYP. hl .1) .  ilnd I!ntcrprisc sliould thcra c;r)nic Lo 
i~j;rwm~cr~iI on how G I I C U I ~ ~ ~ C  the& uksLs. IYrorCq to undcrst;:ntl tllc circurrtstinnccs 
urdcr  which sorue subprcbjwb unls rrrc high whilc othcm arc low should supplimt 
r w n t  i~crtxcs-thc:.Ix)iircl cllli~rts by Uritcrprbc t r ~  dcrnon~strirtc that sul)projcct u s l s  
rrrc Sowcr than thcy initially a p p r  to  A1.D. 

8(4) Kilther than invest furthcr cl'li)rt in trying to mi~ilipul;~tc subproject cost figures to 
lower them across tllc bo;rrd, Lhc projcct should carry out ;In :tnalysis t o  rlclcrminc 
which whprojccls arc thc most cost-cl'f'cctivc and which the least, and, furthcr, 
dctcrminc what operating principles crin bc dcrivccl from this knowledge to improvc 
outcorncs during thc rest ol' this projcct i~nd in ;I Sollow-on projcct (scc 
Rccommcndation - 17)). 

Entcrprisc should analyu: what can rall ist idly be e x p t c l l  in the a r m  of 
sustainsrbility and dcvclop guidclina for future a c t i d i e .  This may rcsult in an 
cxpansion in the definition of sustainability to inciudc projccts that rcquirc some 
rnodcst clcrncnts of financial : iupprt  from governments or  donors. 

Enterprise should dcvclop a thorough institutionalization strategy with a checklist 
of objectives, including the establishrncnt of managcmcnt/union agreements about 
thc status of company programs. It should also scck to include the '!naintcnancc of 
its succession in thc job description of key managers. At the coticlusion of the 
project, the company should be left with a succinct, jointly-developed "owners 
manual" to support the long-term rslanagernent of service dclivcry. 

Enterprise should experiment with different combinations of inputs for start-up costs 
with schedules for progressive phase-out of Enterprise funding once the projcct is 
established. Thcse might include linking the firm to established family planning 
organizations, either YVOs or parastatals, for on-going technical assistance and for 
continuous s lpply of contraceptivcs. 

The establishment of arrangements for on-going IEC work vvith employees and the 
regular training of company staff in service delivery must exist at the conclusion of 
Enterprise's involvement in a subproject. In some cases and countries, this support 
will need t o  he provided by government o r  commercial health-care providers. 

These recommendations hold both for employment-based and other service delivery subprojects. 



5. Ncw Illusinr:s.s Vcnturcs 

:!(Sj Entcrprisc shoultl rcvicw host govcrnnlcnt i~nd A.I.D. policics thi~t may I)c inhihiling 
PVO suhprojcct cconomic ;~caivity and suggcst any changcs that i t  rlccrus ricccssilry 
t o  cni~blc morc i~ctivitics to takc pl;~cc. 

6,. Itnplcrncntirtioa~: Othcr Program hctivitics 

l(6) Thc "Ncw Busincss Vcnturcs" caicgory should k d r o p p d  Subprojwtu now classifid 
by thcrnc as *,?cw basinw vcnturcs" should k rwlassificxi undcr onc of thc projwt's 
original catcgorics (presumably YVO sustainability or markct-bascd commercial 
rhannck). No efforts should bc madc b start ncw busincss vcniurcs not dircctly 
rclatcd t o  Pmily planning. 

2(6) In any prcgramrning initiatives that arc undcrtakcn bctwecn now and thc cnd of thc 
projcct, morc attcntion should go to exploring systematically options with markct- 
based commercial channcls as sct forth in thc projcct, cven if these do not Icad to 
irr~mcdiate gains in acceptors. 

7. Managcmcat 

1(7) It may be appropriate for Enterprise to provide advice to USAID missions when 
requested, but the project should not seek such situations and should not fcel 
compelled to devclop a subproject in every country in which it provides technical 
assistance. En some cases it will be appropriate for the mission to initiate private 
sector activities as part of its own bilateral project. 

Project Organization and Staffing 

l(8) The Enterprise project should hire additional staff with expertise in the private 
sector perhaps as short-~krm consultants or advisors The Office of Population should 
attempt to determine how other private sector projects (TIPPS and SOMARC) have 



1Lrlerpri.w slrould plaw rrrorc strrff in iLs rcgion;rl on?ccs m d  givc thcsc ollkxs 
grci~tcr ;r:~lhority lo  dcvclop and irnplcmcnt su1)projcct aclivitits. 'l'his is tlcsirirl~lc 
now to t l ~ c  cxtcnt i t  is I'c;rsilk irnrl prircticirl i~nd csscn1i:rl l i ~ r  a lidlow-on project. 
'I'lic roles irnd rcsponsihilitics of tllc rcgiotli~l irclvisors nccd to Ilc cliu4'icd. 

Wllcrc p~uil>lc ,  lin1cri)ri.w should irtlcmpt lo hire in-counlry rcprcwntativcs in ill1 

countries whcrc the program has u subst;rratial amount 01' subprojcct xtivity. In-  
country rcprcscntirtivcs could phy ir mirjor role in the consolidation irncl itiSosrr~;rtion 
disscminirtion i~chi t ics  thirt  should Iw cilrricd out during t h c  rcmirinrlcr ol' tllc 
project. 

IS it  rcmirins irnpossildc to idcntily a CI'O with comrncrcii~l sector cxpcrtisc, tcchnicirl 
i~tlvicc should bc providcd in this iircii on irn ongoing basis. 

Fini~nciirl Managcmcnt 

O(8) A.I.D,, should carry out a study tra rcvicw lhc subprojcct dcvclopmcnt and 
irnplcmcntation costs z t s . . i a td  with ccr,irally fundcd projccts that h v c  a worldwide 
haw. This would hclp to idcntitjr w q s  of bctter understanding r h c s ~  costs, so that 
thcy niight potentially bc reduced, not only for Enterprise bui n' .lcr I'utu:-c progtams 
as well. 

7(8) A.I.D. and JSI should ,nodify thc budgct catcgorics 21s needed to accord with changes 
in the project sirategy rccornmcndcd ~ m w h e r c  in this report. 

MIS and Evaluation 

8(8) The project should procccd with its efforts to devchp a comprchcnsive MIS that 
a n  k uscd as an c k t i v e  tool for both monitoring and evaluation Thc MIS should 
gathcr not only service statistics but also qualitative information about activities such 
as training, IEC, motivation and spin-off clfaxts tha; may have occurrd. 

9(8) Critcria to bc: d for evaluating projcct pcrfomance and success (and thus also 
the performance of the contractor) should be detcrmioed as part of agrwing on 
projcct objcctivs (sce Recommendation 1[2]). A limited number of b.asic catcgorics 
and the criteria for judging effcctivcncss should bv a p e d  upon  AI.D.3 CTCl and 
Enterprise's evaluation specialist should take the l a d  in this activity. 



'I'liis would i t~cl ldc r.rcpirrution ol' birckground dtxumcnts (i111i:Iyscs o r  issues 
pirpcrs) 011 wh;.rt is known to tk!c (including both cxpcricricc 01' others prior 
t o  Enterprise irnd whirt hirs bccn Icirrncd through Entcrprisc) on the live 
mirjor typcs o f  programming undcrtirkcn t o  datc. 

Employment-based litmilv nlanninrl: What works m. 
Such a stu~!y would nccd to dil'l'crcntiat(.: among the virrious typcs of work 
sitcs: thosc whcrc most cmployccs arc womcn; thosc whcrc most cn~ployccs 
arc rncn but the cmploycr provides hcalth carc to dcpcndcnts; and tho:;c 
whcrc most cmploycc.. . arc rncn irnd thc cmploycr provitlcs no scrviccs to 
dcpcndcnts. 

I-Icalth-care markets: Such a study should includc documentation on problcms 
cncountcrcd and t:4utions found. 

Flclpin~ PVOs to bccomc morc busincsslikc. -. . 

Helpinp PVOs provide technical services to private companies and othcr 
organizations that provide family planning to individual uscrs (the PVO- 
commercial sector syncrgy approach). 
Helping family planning organizations to launch new business ventures. 

These analyses should be initiated immediately and preliminary papers 
completed within a matter of weeks. Issues for which answers do  not 
currently exist should be identified. The documents produc.:d should be used 
immediately and during the rest of the project to guide decisions about how 
best to invest A.I.D. funds. 

rn Lessons Learned: Cross-Cuttinu Issues 

Sustainability. This should analyze what can realistically be expected in the 
area of sustainability (see Recommendation 9[4]) 



(i~st!;. 'l'his should look irt costs of ~)rovidirlg lilrnily plilnning scrviccs through .- 

Lhc privi~lc sector. 

! I(H) I'rcscnt cirtcgorizrtion c f i ~ r b  should bc scl aide irnd subprojccb rcclassifi'iccl 
according to  thc main wtcgorics .wt forth in thc projcct dcsign: I'VO/NCiO; 
I ~ m p l o y m c r ~ t - b i l ~ / c r ~ t ;  L r ,  cc lxncfit pian$; rind "IIcalth a r c  markcLw ' lhc ciltcgory 
o f  Ncw I3usincss Vcn~ar 'cs should k drop@. "NGO/PVO" should Ilc i~scd only l i ~ r  
organization:, that arc truly private, n o n - g o v c r r ~ ~ t ~ c ~ ~ t i ~ l  organizr~tions. Suhcatcgorics 
i ~ n d  cross-cutting cittcgorics (c.g., scrvicc delivery) could thcn bc ;rdoplcd that 
correspond to thc lcrrns o f  thc project dcsign (as wcll as t o  terms uscd in the 
private scctor). 



Appendix K 

Logframe 




